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Human Resource Management 
in the Public Service at a 
Crossroad 


The purpose of this publication is to provide all 
concerned with a consolidated statement of the 
views put forward so far by the Public Service 
Commission to the Special Committee on Person- 
nel Management and the Merit Principle. This 
consolidated statement is not and was not meant 
to be a blueprint for the future Public Service 
Employment Act. Rather, it is an attempt to 
provide a basic framework or perspective for a 
meaningful and hopefully productive review of 
the merit system and personnel management in 
the Public Service of Canada. We hope that it will 
also serve to explain the direction of our thinking 
behind the ongoing policy initiatives under our 
existing mandate. 


The management of human resources in the 
Public Service of Canada is currently the subject of 
several major reviews. The findings and recom- 
mendations flowing from these reviews will 
hopefully form the basis for decisions which will 
chart the course for the 1980’s and beyond. In this 
sense, 1978 and 1979 may be seen as watershed 
years for the improvement of the quality of 
personnel management in the federal Public 
Service and consequently, for the quality of 
Federal Government services in the years to 
come. 


1975 saw the publication of the Finkelman Report 
and in 1976 the Joint Committee of the House of 
Commons and the Senate, on Employer- 
Employee relations in the federal Public Service 
published its report. Since the publication of these 
reports, anumber of developments have occurred 
and several reviews launched which have a 
bearing on Public Service human resource 
management and will need to be taken into 
account. 


Following the publication by the Auditor General of 
his reports for 7975 and 1976, aRoyal Commission 
of Enquiry was established to examine and report 
upon financial management and accountability. 
That Commission of Enquiry under the chairman- 
ship of Mr. Allen Lambert, produced a progress 
report in November 1977, and under its mandate, 
is expected to produce its final report in December 
of this year. Given the intimate relationship 
between Public Service personnel management 
on the one hand and Public Service financial 
management and accountability on the other 
hand, the findings and recommendations of the 
Lambert Commission can be expected to have 
implications for federal Public Service personnel 
management. 


In line with a recommendation of the Joint 
Parliamentary Committee on Employer-Employee 
Relations in the Public Service, the establishment 
of a Special Committee was announced in Feb- 
ruary 1977 to carry out a review of personnel 
management and the merit principle, i.e., a 
fundamental review of the Public Service 
Employment Act. This Committee is composed of 
a member appointed on the recommendation of 
the Public Service staff associations (Mr. Des 
Davidge, Co-chairman of the National Joint Council 
of the Public Service of Canada and former head of 
the Canadian Public Service Component of the 
International Brotherhood of Electrical Workers), a 
member appointed on the recommendation of 
management (Mr. Bruce Brittain, Deputy Minister 
of Veterans Affairs) and a Chairman appointed with 
the concurrence of both management and staff 
associations (Mr. Guy D’Avignon, former Chairman 
of the Anti-Dumping Tribunal). The Special Com- 
mittee started its hearings early in 1978 and can be 
expected to publish its findings and recommenda- 
tions in early 1979. 


In addition to the above several major reviews, a 
number of developments of the past two years 
have direct relevance to and important implica- 
tions for human resource management in the 
Public Service. These include: 


— the enactment of the Human Rights legislation 
and the establishment of the Canadian Human 
Rights Commission; 

— the revision of official languages policies of the 
Government to further the objectives of the 
Official Languages Act of 1969 and the Parliamen- 
tary Resolution of 1973; 

— the enactment of the new Auditor General Act 
and the implementation by the Auditor General of 
his expanded mandate to include examination of 
value for money; 

— the establishment of an Office of Comptroller 
General and the appointment of the incumbent; 
— the freeze of senior executives’ salaries fol- 
lowed by the phasing out of the anti-inflation 
controls; 

— the introduction of special Government re- 
straint measures; 

— the implementation of policy thrusts regarding 
the employment and career advancement of 
women as well as policy thrusts concerning the 
employment of natives and opportunities for the 
handicapped in the Public Service of Canada; and 
— relocation and decentralization measures. 


All of the above developments as well as new 
initiatives by the Treasury Board Secretariat and 
_by the Public Service Commission concerning 
such matters as: 


— classification and staffing audits; 

— training and development; 

— internal communications; 

— sensitization of departments and agencies to 
the concerns of the public; 


— efficiency and effectiveness evaluations; 
— performance appraisals, etc... 


have important implications for and a direct 
bearing on the processes of staffing and person- 
nel management in the Public Service. A major 
challenge for all concerned is to ensure that 
decisions taken in these many areas are mutually 
consistent, supportive of and in harmony with the 
basic objectives of an efficient, effective, impartial 
and sensitive Public Service. 


In our first appearance before the D'Avignon 
Committee, we reviewed the basic principles 
which we believe must be served by the Public 
Service staffing and personnel management 
policies and practices, and examined a number of 
general considerations to be taken into account in 
the fundamental review now under way. In our 
second statement, we presented the results of our 
work to date on the main directions in which 
Public Service employment policies and practices 
should evolve in order to meet the real problems 
identified and to serve the desired principles and 
objectives. 


In spite of their apparent precision, the proposals 
described in our second statement will hopefully 
be read and understood for what they are, namely 
an attempt to illustrate or indicate the directions in 
which answers to our questions may be found, not 
an operational plan for the implementation of our 
concepts. Also the reader should know that while 
many of the proposals outlined in this document 
are the result of extensive analysis and consulta- 
tions, many are yet at an early stage of develop- 
ment and some are based more on speculation 
than on detailed analyses. Most of our proposals 
will require further analysis, evaluation and test- 
ing before they can be refined and translated into 
specific policy and administrative proposals. We 
believe that this can only be done through joint 
research and analyses supported by extensive 
consultations with all concerned. We are looking 
forward to the Special Committee playing a 
particularly important role in this regard. 


ty 


Edgar Gallant 


ae 


John Edwards 


Statement by the Chairman of 
the P.S.C. 


Mr. Chairman, 


The Public Service Commission is delighted that 
the Special Committee is now operational. As you 
are aware, my colleagues and I, and indeed our 
predecessors before us, have supported this review 
of the Public Service Employment Act from the 
time that it was first suggested in the context of the 
Parliamentary Joint Committee’s review of the 
Finkelman Report on revisions to the Public Service 
Staff Relations Act. 


Our continuing support is based on two beliefs. 
First, the Public Service has undergone very 
substantive changes since the PSEA was promul- 
gated a decade ago and should be subject to 
review; indeed the overriding objective should be 
not so much to make changes to the provisions of 
the Act but rather to open up frankly and 
substantively the legislation and its administration 
to thorough examination and to determine the 
need for change in the light of that examination. 
Second, we do not believe that a thorough 
examination could be conducted without a commit- 
tee of this kind, acommittee composed of highly 
experienced people dedicated full-time to the task 
and divorced from day-to-day operational respon- 
sibilities. 


It is our intention during the next three days to 
share with you some of our perspectives on the 
Public Service environment, to review some of the 
factors that we feel should be kept in mind as you 
consider suggestions for change, and to give you 
an in-depth series of briefings on the activities and 
processes presently being carried out by the Public 
Service Commission in the areas of staffing, 
appeals and investigations, audit and training. We 
anticipate that you will wish to question our senior 
staff and ourselves as to the validity of impressions 
that you bring with you to the Special Committee or 
those you are forming as you hear the views of 
others who appear before you. We will welcome 
this. We will also welcome the opportunity to 
re-appear before you at a later date to advance a 
considerable number of specific proposals. 


We hope that you will be exposed to the wide 
spectrum of views that we have encountered over 
the past two years from Parliamentarians, mana- 
gers, staff associations and public servants at all 
levels — and thus will be able to appreciate fully the 
diversity of opinions that exist concerning many of 
the problem areas you will be examining. We are 
sure that you do not expect to find ready solutions 
to most problems posed. This is not surprising for 
many reasons, including the fact that those who 
developed, analyzed and debated the proposals in 
1967 included some of the most respected Par- 
liamentarians and public servants of that time, 
many of whom have added to their stature 
subsequently. 


We believe that the fundamental difficulty faced in 
this area lies in the very essence of the role of a 
Public Service serving democratic institutions, and 
how the situation of public servants differs in 
critical and subtle ways from that of employees ofa 
company operating in a competitive market. Ac- 
cordingly, it will be important to guard against 
ready adoption of practices from other sectors of 
activity, however tempting on the surface this may 
be when arguments are advanced in favour of 
approaches that have proven themselves over the 
course of many years in other environments. Such 
arguments are likely to be made by managers and 
union representatives, both often being inclined to 
overlook the differences and yearn for selected 
aspects commonly found in the private sector. 


The public interest 


We believe that alternative proposals should be 
examined from the perspective of what would be 
most useful in terms of the public interest. This to 
us is the paramount test, a test that transcends the 
interests of employees, the interests of manage- 
ment, or the interests of the government of the day. 
Indeed the very term “public service” in itself 
reflects this perspective. Particularly given the 
present level of distrust of the Canadian public in 
institutions designed to serve its interests, it seems 


to us that you have a very great opportunity anda 
unique responsibility to be able to demonstrate 
that your recommendations to the government are 
made in frank recognition of both what is good and 
what is deficient in present policies and practices, 
and thereby to assist Canadians to see their federal 
Public Service in a more balanced manner. 


And what is “in the public interest’? If we examine 
the PSEA which Parliament, the guardian of the 
public interest, passed into law, we might be led to 
the conclusion that the public interest in staffing 
and related areas of personnel management is 
limited to the observance of merit and of equality of 
opportunity. A closer examination might suggest a 
concern with equity and with certain decisions 
being exercised “‘in the interests of the Public 
Service’. However, we are convinced that the 
public interest extends beyond this and we feel 
strongly that any proposed revision of the PSEA 
should incorporate much more explicitly those 
principles which should apply to employment 
matters within the Public Service, in the hope that 
Parliament will see its way to confirming or 
revising them prior to the promulgation of a new 
PSEA. 


Personnel management 
The rules of the game 


We would contend that the notion of public interest 
calls for Public Service employment policies, 
processes and practices to be based on five basic 
principles: 


|. Efficiency and Effectiveness — The raison d’étre 
of the Public Service is to ensure that government 
programs and services are developed and, once 
approved, are administered in an effective and 
efficient manner. It is essential, as a result,that 
employment policies and practices be supportive 
of this. As such, they should assist managers to 
acquire, use, motivate and develop the people 
needed to get the work done. 


2. Sensitivity and Responsiveness — Canadians 
expect that the services provided by their govern- 
ment respond to their needs and concerns. It is 
essential, in this regard, that the Public Service be, 
and be seen to be, sensitive and responsive to 
individuals and to the particular communities being 
served. Employment policies and practices can and 
should play a vital role by ensuring that the 
background, knowledge and experience of public 
servants within the Public Service ensure that there 
be a good understanding of the various com- 
munities in the Canadian society. 


3. Equality of Access to Public Service Employ- 
ment — Canadians have a right to expect equal 
consideration for employment in the Public Ser- 
vice. It is essential that Public Service employment 
policies and practices respect this right and 
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promote effective equality of opportunity for all 
Canadians (except where preferential treatment for 
certain groups has been openly and publicly 
enshrined in or permitted by legislation). 


4. Equity —Employment policies and practices 
should be characterized by equity, thereby result- 
ing in public servants being visibly treated in a fair 
and impartial manner. 


5. Merit — The principle of merit has served as the 
basis of appointment to and within the Public 
Service for over seventy years. By merit is meant 
the objective assessment of candidates in terms of 
their qualifications such as relevant education, 
experience and job performance. The policies and 
practices devised to ensure the application of merit 
have evolved over the years to adapt to changing 
circumstances and values. These policies and 
practices should continue to provide for appoint- 
ment to, and career advancement within the Public 
Service to be based on the merit of each individual 
but taking into account the requirements of the 
other principles. 


The inclusion in legislation of principles such as 
these would underline more strongly the consider- 
ations that must be taken into account in establish- 
ing policies, processes and practices in respect to 
personnel management — and remove any mis- 
conception that the purpose of such policies, 
processes and practices is to cater to any one 
principle to the neglect of the others. 


If you accept, as we do, that these principles should 
govern employment in the Public Service, they can 
be used to bring rigour to the debate that should 
take place respecting the appropriateness of many 
of the current policies, practices and even organiza- 
tional arrangements. Perhaps we may be permitted 
to illustrate this with a number of examples, 
grouped into three broad classes relating to 
substantive issues, role issues and organizational 
issues. 


Fundamental Issues 


To illustrate the application of the principles to 
substantive issues, we would like to focus on 
internal versus external competitions, transfers and 
the weight that could be given to seniority in 
selection decisions. 


/nternal versus external competition 


Under the PSEA the federal Public Service has had 
a general policy of giving consideration to existing 
public servants for vacancies before looking at 
external candidates. As a result, the vast proportion 
of vacancies are filled from within Public Service 
ranks. Evidence of this is seen in the fact that, other 
than at the entry levels to the lower paid occupa- 
tional groups, more than three out of four of all 
appointments in 1976 were from inside. 


The policy is, however, a general and not an 
absolute one. Either through provisions in the law 
or through policy, certain inflows occur at levels 
above entry to the lower paid occupational groups 
including: 


e /ocal preference: for certain occupational 
groups, when a vacancy arises and there is no 
qualified public servant in the appropriate area of 
competition, the law provides for the recruitment in 
that area from outside the Public Service. This 
practice serves the principle of efficiency in that it is 
much less expensive than relocating a willing and 
qualified public servant from another part of the 
country. It also tends often to serve the principle of 
sensitivity and responsiveness in that it results in 
the appointment of someone who by membership 
in the immediate community is more likely to be 
able to relate well to that community. A different 
but somewhat related issue is that, one might well 
question on grounds of equity whether one 
department should be able to recruit from outside 
before considering possible candidates from 
another department within the same urban area, 
which can presently occur in regard to lower level 
positions. 


e preference for ministerial staff: it seems reason- 
able to argue that, to foster a high quality Public 
Service in a larger sense than just that part of the 
Public Service covered by the PSEA, it is important 
that Ministers and the Leader of the Opposition 
should be able to attract to their offices employees 
of good calibre. Sometimes these are regular 
public servants on secondment, but in most cases 
the politician needs to be able to persuade people 
to relocate to Ottawa, and it has been judged in the 
past necessary to be able to hold out some 
opportunity to such people to enter the regular 
Public Service into jobs for which they are 
qualified. While a number of staff associations 
dislike this provision in that it allows for someone 
to fill a vacancy to which some of their members 
may have been aspiring, it is a fact that the 
Ministerial preference provisions are invoked on 
very few occasions. Most of those entering the 
Public Service do so through normal competitive 
processes on the basis of the skills that they bring 
with them. Should this provision of preference in 
the law be eliminated? The answer must surely be 
determined on the basis of considerations such as: 


— the severity of the impact of the flow of entrants 
under this provision on Public Service morale and 
the career expectations of public servants; 


— the contribution that these entrants can bring to 
the Public Service; for instance, in sensitizing 
policy units to the environment in which Cabinet 
and Parliament function; 


— the severity of the impact on the quality of staff 
that Ministers and the Leader of the Opposition 
could attract in the absence of this provision. 


Indeed, while some staff associations may wish to 
see the elimination of this provision, many Par- 
liamentarians are of the view that, far from 


eee it, it should be extended to their staff as 
well. 


© post-secondary recruitment and executive re- 
cruitment: the Canadian federal Public Service 
requires a reasonable inflow from outside of 
people of unusual talent, of people who can bring 
to the Public Service new perspectives and/or new 
types of skills. At the same time, there must be 
reasonable opportunity for public servants regard- 
less of their formal qualifications, or lack of them, to 
rise from any level of the Public Service to any level 
at which they can perform effectively. The federal 
Public Service, while far from perfect, has had an 
enviable record in this regard. For example, in 
recent years |5 to 20% of new entrants into the SX 
category have come from outside: from business, 
provincial governments or academia. 


At the same time, this leaves career public servants 
to aspire to at least four out of five openings at this 
level. Every year, some of the best among those 
graduating from university and community col- 
leges are brought into the Administrative and 
Foreign Service, Scientific and Professional and the 
Technical categories through the Post-Secondary 
Recruitment Program. This year about |,362 out of 
29,074 applicants were thus recruited. At the same 
time, there is very real opportunity for public 
servants in the support categories to move into the 
higher paid categories — in 1975 45% of new 
entrants into the Administrative and Foreign Ser- 
vice category came from the clerical and secretarial 
ranks, an inflow of over 3,000. It is also worth 
noting that 10.6% of present SX’s rose to that level 
without university degrees. (The comparable U.S. 
figure is 8%.) 


We believe that there are compelling arguments in 
favour of keeping open the doors to external 
recruitment at these key points, roughly to the 
present proportions, in the interests of keeping the 
Public Service exposed to differing perspectives. It 
is worth noting that external recruitment is a key 
avenue to bringing in highly qualified persons from 
population groups that have traditionally not had 
much opportunity to participate in the Public 
Service, groups for which the government and 
indeed, Parliamentarians of all parties have expres- 
sed very real concern. We seriously doubt whether 
Parliamentarians would be satisfied to know that 
the only significant route of entry for these groups 
would be through the lowest paid levels of the 
Public Service. If selection tools could be made 
sufficiently relevant to determining potential for 
advancement, we would be inclined to favour the 
entry level to the Administrative and Foreign 
Service category being seen as a training level that 
should be staffed on the basis of merit, without any 
preference being given to existing public servants 


or to non-public servants merely because they 
possess a university degree. If this course were 
adopted, we believe that not only would there 
continue to be a reasonable upward flow from the 
lower paid categories and a reasonable inflow from 
outside, but also that the public servants promoted 
in this manner would be the most meritorious 
rather than those fortunate ones finding them- 
selves in positions being reclassified. (For example, 
position reclassifications accounted for 36% of the 
entrants to the Administrative group from the 
Administrative Support category in the last nine 
months of 1976 — and 30% of those entering the Fl 
group.) 


Transfers 


Lateral transfers constituted more than one-third of 
all internal appointments in 1976. Most transfers are 
made without competition (60%). It is also a fact 
that many a successful career has been assisted by, 
if not significantly the result of, one or more 
developmental transfers. Despite the 

scale and importance of transfers, the Commission 
has traditionally held to the view that since the 
salary of the transferee has not changed, the 
interests of other public servants have not been 
adversely affected and therefore no appeal rights 
should be extended, except where the transfer 
results from a competition. 


This is appropriately an area of considerable 
controversy, in large measure because there are 
various purposes behind transfers. In fact, nine 
different types may be cited: 


— humanitarian/compassionate 

e.g., transfer for family or medical reasons 

— priority transfers 

e.g., surplus/laid-off employees 
language training failures 
employees returning from leave of absence 
(for educational purposes, secondments to 
international agencies etc.) 
transfers resulting from decentralization 

— transfers as a condition of appointment to an 

occupational group i.e., built into terms and 

conditions (e.g., EL and FS groups) 

— unsatisfactory performance 

e.g., where an employee is mis-employed and 
should be transferred rather than demoted or 
released 

— interpersonal problems 

e.g., personality clashes sufficiently pronounced to 
require the transfer of one or more of the 
personalities. 


Most would tend to agree that these types of 
transfer should occur without competition and 
without challenge from others claiming superior 
qualifications. 
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— management necessity 

e.g., the necessity to redeploy staff in response to 
shifting operational requirements within an 
organization. 


Many would agree in theory that this indeed should 
be a managerial prerogative. Similarly, there would 
be general agreement that the three types of 
developmental transfers that follow should be 
granted in an equitable manner and one that is 
seen to beso: 


— transfers leading directly to a promotion 
e.g., creation of developmental positions 
— general intradepartmental transfers 

— general interdepartmental transfers. 


The problem to be faced in this area is how to 
define satisfactorily the various types of transfer 
and to design principles and practices to govern 
them that will enhance equity without either adding 
substantively to the complexity and the time 
consumed in the staffing system or undermining 
the ability of managers to manage, either of which 
would reduce the efficiency and effectiveness of 
government operations. This issue is going to 
present a major challenge to you. 


Seniority 


The third substantive issue relates to the weight 
that should be given to seniority as a factor in 
selection criteria, particularly in respect to promo- 
tional decisions, though it has implications also for 
decisions respecting layoff. The possible desirabil- 
ity of attaching weight to seniority may be viewed 
from differing perspectives: 


@ in selection decisions where it is difficult to 
differentiate between candidates as to their relative 
ability, experience, potential and other factors 
normally taken into account, seniority may be as 
fair a proxy for these factors as any other, and may 
remove an undesirable degree of emphasis on 
personal suitability. In other words, seniority would 
substitute for other more directly relevant criteria 
because of technical problems in establishing the 
criteria in a useful manner. 


@ an argument may be made that a weight should 
be given to seniority in its own right, reflecting the 
view that long service in itself is evidence of 
organizational loyalty, which should be valued by 
an organization. Most would agree that seniority 
should be the factor to determine which of two 
otherwise equal candidates should be selected. 
However, whether the weight of seniority in its own 
right should extend beyond this is less easy to 
determine. The basic question is the extent to 
which the weight given to seniority should be able 
to offset the weight given to differences in the 
relative ability of candidates. It is not a simple 
question, for several reasons. First, the federal 
Public Service can rightly pride itself on the fact 


that, particularly in the Administrative and Foreign 
Service and Executive categories and parts of the 
Scientific and Professional category, highly 
talented people, often of unusual levels of energy 
and commitment have been able to rise to senior 
levels at accelerated rates. For this tradition to 
disappear would reduce the calibre of the Public 
Service and likely undermine the feeling among the 
most talented that by working hard and de- 
monstrating their talents they will progressively be 
recognized and given greater challenges to tackle. 
Such results would hardly support the principles of 
equity or efficiency and effectiveness nor would 
likely have a beneficial impact on the sensitivity 
and responsiveness of the Public Service. Second, 
if the weight to seniority was to apply in competi- 
tions involving external as well as internal candi- 
dates, there would be a serious danger of the Public 
Service becoming in practice a closed shop. For 
reasons already mentioned earlier, it is seriously 
questioned whether this would be in the interests 
of sensitivity and responsiveness. Third, the advent 
of seniority in its own right raises difficult problems 
of application. Would the definition be in terms of 
total years of employment in the federal Public 
Service, or years within an occupational group, or 
within a specific department? Would seniority be 
one factor along with range or length of experi- 
ence? If so, the weight given to seniority becomes 
compounded because the two factors tend to be 
correlated. 


In summary, it seems to us essential to be very 
clear as to what the results would be from adopting 
seniority as a substantive criterion in selection 
decisions, and to be very careful to design the 
weighting of factors in respect to staffing any 
particular group where it is deemed that seniority 
should be taken into account in its own right, so 
that it does not become in practice the dominant 
factor. 


Role Issues 


Let us pass now from these examples of substan- 
tive issues to examine issues related to roles, and 
examine probably the most controversial area, 
again in terms of the five principles — the role of 
collective bargaining. 


Collective bargaining 


As we all know, the pattern of collective bargaining 
varies considerably from one jurisdiction to 
another. The U.S. Civil Service, for example, has 
very limited collective bargaining and, despite their 
recent major study of personnel management, 
there is no recommendation to extend collective 
bargaining even to pay and benefits — and this is 
not strongly opposed by most of the staff associa- 
tions, which perceive enough protection for their 
members with respect to pay and benefits through 
the principle of comparability and the role of 
Congress in reviewing Executive proposals in this 


area and subsequently enacting legislation. In 
contrast, the Province of British Columbia passed in 


1976 legislation providing for very extensive collec- 
tive bargaining. 


The dilemma related to collective bargaining in the 
Public Service relates again to the fundamental 
difference between a Public Service and employees 
working for a corporation. Collective bargaining in 
the context of a corporation has been generally 
viewed as the traditional means for employees to 
exercise their power to obtain a fair deal from the 
employer, whose presumed self-interest is to keep 
costs to the minimum (whether salaries, fringe 
benefits, rates of promotion, capital expenses 
including safety equipment, or whatever). 


A different set of assumptions has been generally 
held until the last decade in respect of the 
environment faced by public servants. One as- 
sumption has been that Parliament has a very real 
interest in public servants being well treated, 
because it has also the role of being guardian of the 
public interest. Another assumption has been that 
the type of power play between employees and 
management in the private sector, if transplanted 
into the Public Service, would have different and 
unacceptable consequences, in that the 
“employer” does not lose profit as such so much as 
the public as a whole loses services that cannot, in 
most instances, be met by competing sources of 
supply. A third assumption has been that while 
government as a general rule cannot in theory be 
coerced by collective action on the part of 
employees (the ultimate spectre of bankruptcy is 
rarely at issue), a government at certain and often 
predictable times, such as when an election is near, 
is open to pressures that it cannot withstand for 
reasons of short-term political expediency — and 
the question is whether it is in the public interest for 
long-term changes to personnel practices to be 
determined in the context of short-term political 
expediency. 


Because of these assumptions about the differ- 
ences between a Public Service and other organiza- 
tions, most governments in Western democracies 
until the last decade have not felt unduly uncom- 
fortable about supporting the concept of collective 
bargaining in the private sector and denying it to 
their own employees. Instead of collective bargain- 
ing over pay and benefits, most governments have 
relied on various comparability formulae vis-a-vis 
the private sector to ensure fair treatment of public 
servants, with the research on comparability being 
carried out by a pay research bureau, enjoying a 
considerable measure of autonomy. To protect the 
public interest including the assurance to public 
servants of fair treatment in other areas, the 
legislative bodies have generally limited, by de- 
tailed provisions in law, the discretion left to 
decision-makers and given that limited discretion 
to a civil service commission, with built-in protec- 


tion from political pressures or the pressures 
arising in the heat of management-union negotia- 
tions. Recognizing, however, the natural desire of 
employees to have influence over personnel 
policies that affect their employment, provision 
was made, often in law, for staff associations to be 
consulted on proposed changes. 


This was essentially the case on the federal scene 
until 1967 when Parliament decided that a substan- 
tive part of personnel management (classification 
and training policy being two main elements) 
should be transferred from the Civil Service 
Commission to the Treasury Board and that 
collective bargaining over pay and benefits should 
be introduced. Parliament stopped short, however, 
of transferring staffing policy to the Treasury Board 
or indeed, extending collective bargaining beyond 
the matter of pay and benefits to other areas of 
personnel management for which Treasury Board 
became responsible. Whether or not the public 
interest has in fact been better or more poorly 
served by the introduction of collective bargaining 
into the Public Service is not for us to judge. There 
is clearly, however, a growing concern as to how to 
harmonize collective bargaining over pay and 
benefits in the private sector sense with a govern- 
ment policy of following compensation move- 
ments in the private sector. 


Before considering any possible extension of the 
scope of collective bargaining to new areas (e.g., 
processes of selection and redress) it is essential to 
ask some fundamental questions: 


@ What would be the outcome of such extensions? 
Put another way, what precisely would the staff 
associations seek to obtain that they cannot obtain 
through the provisions of the present law or 
through the medium of consultation? e.g., greater 
preference for existing public servants over others? 
greater job security? greater weight to seniority? 


e Are the changes that they would seek in the 
public interest? What impact would they have on 
the sensitivity and responsiveness of the Public 
Service or on the ability of managers to feel 
accountable and be accountable for the perfor- 
mance of their responsibilities? If the changes are 
demonstrably in the public interest, why have these 
changes not occurred? Because of inadequacies of 
the present consultative machinery? If so, then the 
solution may lie more appropriately in redesigning 
this machinery. 


e If the scope of collective bargaining were 
extended, would this have side-effects prejudicial 
to the public interest, such as adding to the 
considerable rigidity of the present staffing and 
related processes? Public services tend to have 
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more elaborate and formalized processes of ad- 
ministrative decision-making than the private sec- 
tor, in part because of the inherent risk of partisan 
political intervention and in part because there are 
so many watching on a continuing basis the daily 
workings of bureaucracy, always alert to detect 
problems real or imagined. 


e Inthe event of deadlock between management 
and staff associations on, say, a particular element 
of the selection process, would Parliament feel that 
the public interest would be sufficiently protected 
by having the conflict referred to an arbitrator who 
would bring down a decision binding on both 
parties? What instructions would be given to the 
arbitrator to ensure that the decision did not simply 
constitute a compromise between the two posi- 
tions? An organization like the Public Service 
Commission regularly faces issues of this kind, but 
it at least knows that it is accountable in law to 
Parliament for its decisions. 


e Would extension to the scope of collective 
bargaining in such areas as selection standards or 
the processes of selection lead to the balkanization 
of the Public Service, with each union achieving 
significantly different provisions which would 
progressively preclude intergroup career move- 
ment? 


@ How could in practice a line be drawn between 
matters of government social policy and matters 
subject to collective bargaining? For example, 
would it be realistic to have selection standards 
fully subject to collective bargaining when parts of 
these standards relate intrinsically to the govern- 
ment'’s official languages policy? 


In our opinion, it is essential to have reasonably 
clear answers to these and many other questions 
before recommendations favouring extension of 
bargaining rights to matters covered currently by 
the PSEA could responsibly be made. 


Organizational Issues 


Leaving now the complexities associated with the 
role of staff associations in the context of collective 
bargaining, we would like to explore briefly two 
organizational and related issues in the light of the 
principles outlined earlier. The two issues are firstly 
the location of the Appeals function and secondly 
the concept of a Department of the Public Service. 
Before doing so, however, we would like to stress 
our conviction that consideration of structural 
changes should follow and reflect decisions made 
regarding substantive and role decisions of the 
kind we have been exploring so far. Indeed, we 
note from the February 1977 statement by the 
President of the Privy Council that while the Special 
Committee will be examining roles, it is not asked 
to make recommendations concerning organiza- 
tional structure. However, the distinction between 
recommendations respecting roles and respecting 
organizational arrangements is at best unclear, 
with the first having often very clear structural 
inferences. 


Location of the appeals function 


In 1967, it was decided by Parliament that appeals 
against selection and certain other decisions would 
be heard by tribunals appointed by the Public 
Service Commission. This was the result of some 
serious concern on the part of Parliamentarians 
and others over an inherent dilemma. On the one 
side, it would be inconsistent to have two adminis- 
trative agents of Parliament, one whose sole 
mandate would be to review decisions at the very 
essence of the other’s mandate. At the same time, 
there were reservations about the body responsible 
for the administration of an Act also being made 
responsible for hearing appeals against the manner 
of its administration. The solution adopted was to 
have the appeals function administratively housed 
within the Commission, with the Commission 
being bound by the decision of the appeal tribunal. 
The independence of the tribunals was further 
strengthened when the right was established for a 
party not satisfied by the tribunal's decision to 
apply to the Federal Court for a review of that 
decision. 


We continue to believe that it would be difficult to 
remove the function of administratively reviewing 
decisions from the organization responsible for 
staffing policy so long as that organization remains 
an agent directly accountable to Parliament. It is 
hard to see how the public interest would be served 
by parliamentary agents stacked one upon the 
other — or indeed how this would change the 
outcome of appeals, given the very real check on 
tribunals by the existence of Federal Court refer- 
rals. The onus should be on those who wish 
organizational change in this area to demonstrate 
how this would assist in better achieving the 
objectives underlying the five principles. 


Our view with respect to the location of the appeals 
function would not necessarily be the same if the 
responsibility for staffing was mandated to a 
Minister instead of to a parliamentary agent. There 
are, of course, precedents for this, such as the 
adjudication role of the Public Service Staff Rela- 
tions Board for certain aspects of personnel 
management. 


The concept of a Department of the Public Service 


This brings us to the question of whether it would 
be beneficial to regroup the central personnel 
functions of the federal Public Service into one 
Organization responsible to a Minister (or statutory 
Cabinet Committee such as Treasury Board). 
Advocates of such a structural regrouping often 
refer to it as the establishment of a Department of 
the Public Service, and envisage this accompanied 
by the transfer of the administrative tribunals of the 
Public Service Commission to another parliamen- 
tary agent such as the PSSRB. 


Itis an organizational option that many find 
appealing, perhaps primarily because of the sym- 
metry involved in placing all personnel matters in 
one organization. The appeal would certainly be 
increased if the scope of collective bargaining were 
to be extended to matters relating to selection 
policies and practices, since it would clearly not be 
appropriate for a parliamentary agent such as the 
Commission to be engaged in bargaining. How- 
ever, major organizational restructuring, while 
often resolving certain problems, tends to create a 
new set of issues; and it is essential to determine 
whether those resolved are, on balance, more 
important than the ones generated. Some of the 
factors that would need to be examined are the 
following: 


e Under present structures, the Commission, a 
politically independent body, answers to Parlia- 
ment for staffing policies and practices with certain 
decisions subject to possible review by the courts. 
Before considering a fundamental change to trans- 
fer responsibility for staffing policies and practices 
from a politically independent body to a govern- 
ment department with a Minister responsible to 
Cabinet, should one not think through all the 
possible implications of such a basic departure 
from a system instituted 70 years ago, developed, 
tried and proved ever since with regard to the non- 
politicizing of selection decisions? 


® Traditionally the Commission has been respon- 
sible for protecting the Public Service against 
political intervention in the selection process. If 
faith instead were to be placed primarily on the 
vigilance and power of staff associations, in whom, 
or in which process, would the more than 20,000 
excluded public servants place their faith? We 
believe, as our predecessors have done, that the 
greatest risk of political intervention rests with the 
more senior appointments, partly because minis- 


ters tend to be more exposed to personnel at these 
levels and partly because such personnel are less 
inclined to use the routes available to them to seek 
redress. This is one of the major reasons why the 
Commission has never delegated the most senior 
level appointments. 


@ Would the establishment of a Department of the 
Public Service result in weakening the central 
influence over personnel management? For exam- 
ple: 


— the personnel functions of the Treasury Board 
Secretariat exist side-by-side with the budgetary 
functions. Would separation reduce the influence 
of the first on the second or reduce the influence of 
the first over departments by virtue of separating 
these functions from the Secretariat’s source of de 
facto power in respect to the budgetary aspect? 


— the personnel functions of the Commission are 
supported by the Commission’s direct mandate 
from Parliament and its autonomy vis-a-vis Minis- 
ters. 


It is worth noting that the UK experience with a Civil 
Service Department, entirely divorced from the 
locus of budgetary responsibilities, does not ap- 
pear to have been entirely successful. 


e@ Alternatively, would the personnel functions 
derive their strength from the bargaining, adjudic- 
able, and court elements in the process? If so, 
would personnel management in the federal Public 
Service become more rigid and legalistic? The 
present situation in the U.S.A. illustrates just how 
rigid and legalistic personnel management can 
become. An outcome such as this would not bein 
the public interest in that it would undoubtedly 
reduce efficiency and effectiveness. 


e Would the role of the Department of the Public 
Service include initial recruitment? If so, would this 
be in the public interest or too open to undesirable 
manipulation? The Province of Quebec felt that the 
latter was the case and has created a separate 
agency to handle initial recruitment. The question 
arises as to whether it is efficient and effective to 
have two bodies responsible for staffing, especially 
when decisions on recruitment from outside or 
appointment from inside are part of the same 
overall decision (how to fill a vacancy). Would the 
division of responsibilities between the two bodies 
result in pressures towards inconsistency in selec- 
tion criteria? How would this be resolved? 
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P.S.C. Views 


These kinds of questions must be thoroughly 
examined. If there are major demonstrable advan- 
tages to re-structuring, it should of course occur. If, 
on balance, there are more disadvantages, it 
should clearly not be recommended. If the net 
balance is not clear, it seems to us that before 
recommending major structural changes, one 
should weigh also the costs arising from the 
changes, costs not just in straight dollar terms but 
also in their disruptive impact as new structures are 
built and public servants and others adjust to them. 
It is sobering, but nevertheless true, that many 
public servants and Parliamentarians still have not 
adjusted to the changes made by the 1967 legisla- 
tion, seeking assistance from the Commission on 
matters squarely in the mandate of Treasury Board. 


We hope that the above examples illustrate how 
various types of issues may be analyzed in the 
context of the public interest and, more particu- 
larly, in the context of principles deemed to bein 
the public interest. We would want to stress in the 
strongest terms that we are not against substantive 
changes to the PSEA, so long as such changes 
would not prevent a reasonable balance being 
struck with respect to the five principles. In fact we 
openly acknowledge that the provisions of the 
present PSEA and the staffing practices that flow 
from them leave much to be desired and, building 
on the work of our predecessors, we have in the 
last two years taken action on a number of fronts: 


e The preparation of anumber of special amend- 
ments to the PSEA such as: 


— amore comprehensive delineation of the three 
distinct types of transfers: mandatory, voluntary 
and transfers within a group of positions having 
identical requirements; 

— the authorization of two new forms of appoint- 
ment: those of a temporary nature involving 
employees who have neither the status nor 
privileges of public servants, and underfill ap- 
pointments; 

— provision of protection of employment security 
for long-service employees who are rejected on 
probation in a position won through competition. 


Unfortunately, the Government has not been able 
to table these before Parliament due to the priority 
of other legislation. 


@ Recently proposed revisions to Regulation 7.2, 
which relates to appointment without competition. 
The Commission is taking steps to revise the 
wording of this regulation so as to identify more 
clearly when its use is warranted. At the same time, 
the Commission already has taken back authority 
to make 7.2. appointments in instances where the 
discretion involved is considerable. 


e Improved controls on delegation through the 
establishment of a separate Audit Branch and 
implementation of a new staffing audit methodol- 
ogy, which we believe will prove to be the most 
thorough and well-thought-out staffing audit prog- 
ram in existence. 


e Efforts to increase the quality of management 
through such means as the provision of a con- 
tinuum of management training and development 
courses as well as the use of appraisals in the 
selection process. 


e Measures to streamline the staffing process such 
as the formation by the Commission of a voluntary 
interdepartmental transfer service open to all 
full-time employees who have been appointed for 
an indeterminate period, and the implementation 
of new precise guidelines and a format for poster 
competitions held within the Public Service (the 
one-page poster). 


e Further major steps under development as 
regards the staffing process relate to changes in the 
Data STREAM system and the implementation of 
an automated telecommunications notice system 
(ANS) for distribution of posters and appeal 
notices. 


With respect to Data STREAM, effective June l, 
1978, itis intended to make the use of this system 
part of the competitive process and mandatory for 
staffing of all positions at the PM-6 level or 
equivalent, and above. The initiative for entering 
the system will remain with the individual at the 
PM-5 level or equivalent and, in addition to the 
standardized data inputs, there will be allowance 
for individuals themselves to include asummary of 
personal information. Eliminating Data STREAM 
for appointment to levels below PM-6 will result in 
greater reliance on posters as the key selection 
process. 


The ANS system, a natural evolution of the 
one-page poster, will involve electronic facsimile 
transmittal of job vacancies and requirements to as 
many as 20 stations across the country so as to 
reduce the staffing time. It will be available for all 
poster competitions including interdepartmental- 
national and departmental-national. Its implemen- 
tation is planned for this fall. 


Conclusions 


In conclusion, we should like to make two final 
points 


© The best staffing system and the best selection 
decisions will never lead everyone to agree that the 
right people are being appointed. Many of those 
who disagree will tend to seek comfort in the belief 
that political and bureaucratic patronage is ram- 
pant. The federal Public Service is nevertheless one 
of the cleanest of public services in this regard, with 
substantive safeguards of procedure and redress in 
place, with, for instance, politicians almost without 
exception behaving in an impeccably neutral 
fashion and resisting the temptation to pressure for 
the appointment or career advancement of specific 
individuals who come under the PSEA. Equally, we 
are convinced that the great majority of Public 
Service managers are honest and are motivated to 
high performance, and that most of the undesirable 
acts of commission or ornission that have been 
documented are due to weakness in the systems 
and to a failure to prepare employees adequately 
for the assumption of management responsibility 
and to hold them to account sufficiently for their 
performance in this field. It is ironic that at this 
moment of history, there can be few public services 
more under attack, with sweeping charges about 
the motives behind the action of managers. 


@ We believe that the key in securing fair treatment 
and a good working environment for public 
servants lies primarily in the calibre of the 
managers supervising them. Without managerial 
commitment to, and understanding of, personnel 
management policies and practices, the efforts of 
even armies of personnel officers will be of limited 
value. To place faith, instead, in ever-increasing 
volume and rigidity of regulations or legal provi- 
sions is not only a policy of despair — it just would 
not work. One cannot eliminate abuse or misuse by 
regulations, however sophisticated, that apply to 
the handling of a heterogeneous group of 283,000 
people; in fact one would likely end up creating 
more inequities than one would be eliminating. 
Hence many of our proposals will be directed 
towards ensuring that the vast majority of man- 
agement personnel has a sound knowledge, un- 
derstanding and indeed aptitude for managing 
people. 
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Proposed changes to present 
legal provisions or to adminis- 
trative practices that are 
considered to be warranted 


Mr. Chairman, 


We have been grateful for the considerable time 
you have already given our staff and ourselves to 
appear before you. This has provided us with a very 
real opportunity to do two things. In the opening 
session, we were able to share with you the kind of 
factors we ourselves take into consideration as we 
evaluate proposals for change, whether generated 
from within the Commission, within departments, 
by staff associations or by individual employees. In 
subsequent sessions, you have borne patiently 
with us as we have outlined, frankly and in 
considerable depth, the major practices and ac- 
tivities of the Commission falling into the broad 
areas of staffing and audit, appeals and investiga- 
tions, training and development, with more specific 
presentations with respect to the development and 
use of testing devices in the staffing process and 
with respect to programs to increase the participa- 
tion of Francophones, women, native people and 
the handicapped. 


We hope that the presentations in their entirety 
have given you a good basis in fact as to the 
present situation and the trends over past years. 
Today, however, our task is different. It is to 
describe to you the changes we would like to seein 
the future and to attempt to persuade you that 
these changes would constitute substantive prog- 
ress in striking an improved balance between the 
five principles that we advocated, in the first 
appearance before you, and should be incorpo- 
rated into a new Public Service Employment Act. 
Indeed we will be drawing out over and over again 
how we believe the changes will serve these 
principles of efficiency and effectiveness, merit, 
equity, equality of access, and sensitivity and 
responsiveness. 
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The changes we would like to see in place before 
too long may be classed as follows: 


— those prepared some considerable time ago as 
part of amendments to the PSEA, which we 
anticipate being introduced this fall in parallel with 
more substantive revisions to the P.S.S.R.A. These 
have been the subject of consultation with both 
staff associations and Public Service management 


— those within PSC jurisdiction under present 
legislation and at various stages of preparation 


— those changes coming out of the major review 
conducted specifically in preparation for appear- 
ances before this Committee, with some of these 
changes calling for legislative amendment and 
others being capable of implementation without it. 


All three form, in our opinion, an interlocking and 
cohesive package. As a result, amendments of the 
PSEA other than those merely clarifying the Act or 
supporting existing policies, and changes of the 
second kind are highlighted along with the final 
kind. A further reason for surfacing the amend- 
ments to the PSEA is that one cannot ignore the 
distinct possibility that, due to the delay in tabling 
them, they will not be carried into law in the near 
future but be merged with the work of the Special 
Committee. 


As you will appreciate, some of the changes are 
defined in relatively precise terms; others indicate 
little more than directions for change, and require 
further analysis. 


Many have been the subject of considerable 
discussion with deputy ministers, senior program 
managers and personnel officers over the past 
year, some have not. In any event, the Public 
Service Commission takes full responsibility for the 
views contained in this submission,-and hopes that 
they will provoke a serious debate, within and 
before the Committee, about the problems faced in 
the Public Service, the causes of them, and the best 
manner of tackling them. Our purpose in appearing 
before you today is to apprise you of our thinking in 
as frank and forthcoming a manner as we can. 


In advancing our proposals and the documentation 
supporting them, we are conscious that the reader 
might erroneously gain the impression that every- 
thing about personnel management in the federal 
Public Service is in bad shape. This is categorically 
not our belief. In fact, as we have stated publicly 
before, the federal Public Service is in better shape 
than most other public services in Canada or 
elsewhere, despite the ongoing and often jaun- 
diced focus of media attention upon it. It is worth 
noting that in most western countries there is a 
continuing search for means of improving the 
quality of Public Service administration — and this 
is not an easy task, not because of lack of goodwill 


or resistance to change on the part of public 
servants, but primarily because of the nature of 
public services and the environment in which they 
operate. While the quality of management machin- 
ery and the skills of public servants have generally 
improved over the years, many of the problems 
persist, despite periodic major studies, major 
reorganizations and the flag-waving introduction of 
new techniques — no country has found definitive 
solutions. It is tempting to assume that because 
others have chosen different routes from us that 
the results must be better (while ironically many of 
these jurisdictions are seeking to learn how we do 
things). To raise at least doubt as to whether this is 
the case, allow us to quote... 


(/) U.K. Expenditure Committee Report /977 


“We are convinced that the civil service could be 
managed better ... reconstruction at the centre 
is imperative”. 


These comments were made eight years after 
major changes were introduced following the 
Fulton Report. 


(2) U.S. Presidential Study 1977 


President Carter in his message to Congress on 
governmental reorganization of March 2, |978 
stated 


“The personnel system has become a bureau- 
cratic maze, which neglects merit, tolerates poor 
performance, permits abuse of legitimate 
employee rights and mires.every personnel 
activity in red tape, delay and confusion”. 


He made these comments despite the fact that no 
less than twenty major efforts since the early 1930's 
have been undertaken and recommendations ad- 
vanced to overcome the systemic inadequacies 
currently embodied in a patchwork of laws, 
executive orders and regulations which comprise 
the Federal personnel management system — 
including two presidential Task Forces on Govern- 
ment Reorganization, the Johnson Task Force of 
1964 and a Nixon presidential Task Force in 1970. 
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Two Broad Groupings 


From as early as the fall of 1976, only months after 
our appointment as Commissioners, it became 
clear to us that with the growing size and 
complexity of the Public Service, it was no longer 
appropriate to think of the public servant popula- 
tion as monolithic, whose employment should be 
governed by a set of universal policies and 
practices. Indeed, increasingly in recent years, 
there have been legitimate pressures for change in 
a particular part of the Public Service which led to: 


— patchwork changes in that part 

or 

— changes being made to general Public Service 
policies required for that part but compelling all 
other parts to fall into line 

or 

— frustration and misunderstandings because of 
an unwillingness of the Commission to allow a 
change that was obviously desirable for one part of 
the Public Service because of the impact it would 
have on other parts of the Public Service. 


As a result of this conviction, we have developed 
much of our thinking not in terms of the Public 


Population of proposed employee categories 


Management Category 
(24,000 est.) 


Total Public Service: 
282,500 approximately 


Service as a totality but rather in the context of 
designing proposals with certain groups of public 
servants specifically in mind. The advantages of 
this, we think, are very considerable since the 
reaction of many to a specific proposal for change 
depends to a large measure as to whether one has 
in mind, for instance, a senior executive, a skilled 
tradesman or a computer programmer. This ap- 
proach allows for greater tailoring of practices to 
the differing needs and indeed aspirations of 
particular groups. It also encourages one to allow 
similarly for differences in practices to emerge in 
one department vis-a-vis others. 


The model with which we have worked envisaged 
initially, management and non-management 
groupings. Management personnel are defined 
broadly as encompassing those exercising man- 
agerial duties and responsibilities, or those having 
significant responsibilities for the formulation or 
implementation of policies and programs. To place 
the two groupings into some proportional perspec- 
tive, the following illustration may be helpful. The 
scale is based mainly on data published at the time 
Bill C28 was made public. 


Non-Management Category: 
Scientific & Professional 
Administrative & Foreign 
Service 
Technical 
Administrative Support 
Operational 

(258,500 approx.) 


Within the non-management grouping which con- 
stitutes about 92% of the Public Service, there are 
employees falling into 5 categories, over 70 groups, 
and over 100 subgroups, some entirely or largely 
concentrated in one or several departments, many 
found generally across most departments. We have 
not yet been able to recategorize these groupings 
in such a way that consideration could be given to 
establishing proposals designed specifically with 
one set of employees in mind. For atime, we 
envisaged using the existing categories and group- 
ing the Scientific and Professional with the Ad- 


ministrative and Foreign Service Category anda 
second grouping encompassing the Technical, 
Administrative Support and Operational 
Categories. However, such groupings assume 
some degree of homogeneity within each, that 
those grouped together have in common certain 
attributes (value systems, career paths, motiva- 
tions, expectations, role vis-a-vis the public) and 
should be employed under conditions somewhat 
distinct from those grouped separately. This route 
proved too simplistic. Work continues on other 
groupings since we remain convinced that there is 


very real value in examining employment provi- 
sions tailored to specific groups. In the realm of 
political partisanship, for example, the issues to be 
addressed differ depending whether one has in 
mind a dockyard worker or a postal worker on one 
hand or, on the other, a tax officer or employment 
counsellor with sensitive dealings with individual 
members of the public in a small community. It is a 
little ironic that we should be engaged in this line of 
thinking a decade after the decision was made to 
bring under the full rigour of the PSEA approxi- 


mately 54,000 employees who previously had not 
been. 


With this present difficulty of categorization in 
mind, our proposals with respect to non- 
management personnel do not differentiate sig- 
nificantly between sub-groupings and reliance is 
placed instead on such differentiation arising from 
the consultative processes that are proposed. At 
the same time, we will pursue our studies into 
useful categorizations and if as the Special Com- 
mittee brings to bear its focus on the needs of 
specific non-management groups it finds it should 
make recommendations that are distinct for some 
groups, the Commission would be strongly suppor- 
tive of this direction so long as the recommenda- 
tions enhance the achievement of the five princi- 
ples. 


Let us now turn to proposals in respect to 
management personnel, then to the non- 
management categories. 


Management personnel 


Introduction 


While the Committee will inevitably be most 
concerned over the provisions relating to the more 
than 90% of public servants who are members of 
staff associations, we believe that it is important to 
share with you our thinking as to the provisions 
which should apply to management personnel. 
This is partly because your mandate encompasses 
all matters governed by the PSEA but also, and 
more critically, because your eventual recommen- 
dations for the bulk of the Public Service should be 
shaped by a sound appreciation of what steps are 
being taken or considered to improve the quality of 
management generally. 


In our first opening statement before this Commit- 
tee we stressed our conviction that the quality of 
personnel management in the Public Service is 
fundamentally dependent on the quality of Public 
Service managers. High quality personnel officers 
and sound regulations and policies in no way can 
ensure in themselves good management, though 
they can play vital roles in facilitating and guiding 
the good manager to manage well. 


It is our strongly held view that much of the current 
problems in personnel management are the con- 


sequence of weaknesses in the mechanisms for 
selection, development and, where necessary, 
removal of management personnel. These weak- 
nesses are also the source of the lack of trust in 
management on the part of staff associations and 
in particular their concerns about delegated staf- 
fing. This is not an indictment of the commitment 
or intrinsic quality of the management cadre in the 
Public Service; the vast proportion are highly 
intelligent and motivated but there has not been 
the necessary rigour in establishing strategies for 
the selection, training and development of man- 
agement personnel. Indeed, many have slipped 
into management roles without significant prepara- 
tion before or after appointment. Clearly, the 
responsibilities for managing people are very real 
and it is essential that serious efforts be made, and 
be seen to be made, to determine the aptitude of 
those seeking to enter management ranks, to 
ensure that they have, or are provided with access 
to, the necessary knowledge to manage responsi- 
bly, and to remove from management ranks those 
who fail to demonstrate that they can perform 
satisfactorily. The function of management even at 
the intermediate and lower levels involves so much 
more than the direction of operations and the 
application of regulations, with the help of func- 
tional specialists! 


Part of the problems of today may be attributed to 
the accelerated intake into management ranks 
during the rapid growth of the Public Service in the 
early 1970's; part may be attributed to the wholesale 
delegation of administrative authority from the 
central agencies over a very few years and the 
manner in which delegation of authority was 
carried out; part may be due to people entering 
management ranks not from a great desire to 
assume such responsibilities but rather because 
they see no alternative career stream in which they 
can advance further; part is due to the lesser 
incentives towards good management that gener- 
ally characterizes public services, relative to the 
private sector. A significant part, however, must be 
attributed to the fact that there has not been a clear 
understanding of what positions and what persons 
are in management, thereby reducing the feasibil- 
ity of designing selection, training, development 
and indeed communication strategies. To give but 
asmall example of this, while it prepares informa- 
tion brochures and pamphlets aimed at keeping 
management personnel abreast of developments, 
the Commission has encountered incredible dif- 
ficulties in establishing even a list of such person- 
nel, and generally has had to route this material 
through the departmental heads of Personnel, 
causing delays and distribution failures. 


It would be difficult to develop sound provisions 
governing the selection, promotion, training and 
related employment aspects with respect to man- 
agement personnel unless steps are taken to 
increase the clarity of who make up the manage- 
ment cadre in the federal Public Service. While 
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such provisions /n theory could be developed and 
applied to the present community of management 
exclusions, the obstacles in practice would be very 
real so long as some members in most occupa- 
tional groups are management exclusions while 
others are not. As a result, any changes towards 
identifying those performing management respon- 
sibilities through the occupational group structure 
would greatly facilitate progress in this area. It is for 
this reason that we welcome the recent expression 
of Government intent to establish a Management 
Category and hope that Parliament will see its way 
clear to pass an amendment that would facilitate 
creation by Treasury Board of an appropriate 
management category. 


If a management category along the lines envis- 
aged in Bill C28 is passed into law, certain 
inevitable and desirable consequences would flow 
from it: 


— aclearer definition of what constitutes the 
management cadre in the federal Public Service; 

— the emergence of a management series, split 
probably into a series of vertical occupational 
groups. While greater definitional precision will not 
be possible until the Government's plans in respect 
to the structuring of the projected management 
category are known, we hope that it will prove 
possible to 


(a) integrate those SX equivalents performing 
management responsibilities into the SX group; 
(b) integrate management personnel in the levels 
immediately below into one or at most a few 
groups (e.g., a Senior Management group), and 
similarly; 

(c) integrate remaining management personnel 
into one or more middle and junior management 
groups. 


We believe that steps such as these would simplify 
the staffing process and would tend to facilitate 
greater mobility between management disciplines. 
At the moment, small salary differentials with 
different timing of salary range adjustments have 
engendered an almost Alice-in-Wonderland envi- 
ronment in which what was a promotion one 
month becomes a demotion the next and an 
unnecessary degree of jockeying appointment 
dates to maximize the advantage to the individual 
crossing from one group to another. 


Greater integration of this kind would parallel the 
practice in many large companies (e.g., a manage- 
ment series) and could well contribute to a change 
in Public Service values, putting a greater emphasis 
on the management aspects of jobs and a lesser 
emphasis on the purely specialist dimension. It 
would contribute to a greater sense on the part of 
those entering senior management ranks of having 
made a substantive career decision, rather than the 
present tendency to see the entry as merely a 
normal progression up a particular occupational 


group ladder. Similarly, it would be a visible sign to 
those aspiring to such positions that management 
roles involving the supervision of people are 
substantive roles, calling for considerable aptitude 
and knowledge. In other words, the classification 
and related systems would underline the word 
“management” while recognizing that each person 
so identified brings with him or her specialized 
knowledge and experience, and this will be a 
marked contrast to the present practice of underlin- 
ing the specialty (economist, financial officer, etc.) 
then drawing distinctions as to whether a person is 
oris not performing management responsibilities. 


The proposals we favour for management person- 
nel are presented in two parts. The first is a 
relatively detailed set of proposals for senior 
management personnel and the second part relates 
to proposals for the balance of management 
personnel. This division is due to our belief that the 
employment provisions for lower management 
levels should generally approximate those that we 
advance later for non-management personnel, for a 
variety of reasons: 

@ there tends to bea significant flow back-and- 
forth between non-management personnel and the 
lower levels of management, as people explore 
whether or not to commit themselves to a career in 
management; 

® many at lower management levels tend to follow 
departmental career streams, more so than those 
at senior management levels; 

@ by concentrating on provisions specifically for 
the comparatively smaller senior management 
community, it is possible to consider provisions 
that would be difficult to administer for a much 
larger grouping. 


Provisions for Senior Management Personnel 


For Senior Management Personnel, we would 
envisage provisions such as the following: 


O Rigorous quality control for entry, with 
explicit basic qualifications set out in regard 
to 

— aptitude 

— experience 

— past performance 

— general knowledge required in such fields 
as personnel, financial management, official 
languages and machinery of government and 
equal opportunities programs, in addition to 
any specialized qualifications deemed 
necessary for the specific job to be per- 
formed. 


Commentary: 

This is fundamental to the basic philosophy expres- 
sed earlier about the importance of the quality of 
managers to the quality of management. We would 
argue, for instance, that the effectiveness of man- 
agement personnel, even those in policy develop- 
ment functions, will generally be enhanced by a broad 


knowledge of Public Service management matters 
and that with this broad knowledge management 
personnel will be less frustrated by the more 
annoying Characteristics of the Public Service envi- 
ronment, either because they will understand the 
Causes better or because they will be better able to 
identify and propose ways of eliminating or reducing 
the severity of these characteristics. 


Indications of how principles may be served: 


Efficiency/Effectiveness: A higher quality 
senior management cadre 

Merit: Improved selection decisions 

Equity: More knowledgeable managers will 
tend to make greater efforts to ensure public 
servants are treated equitably 

Sensitivity and Responsiveness: Better qual- 
ified, thereby better able to cope with the needs 
of clients 


QO Appointment to level rather than to 
position. 


Commentary: 

This would enable flexible deployment within a 
department in accordance with changing management 
requirements. In effect, for example, a person in the 
department of Public Works might be appointed as an 
SX | to the Department of Communications and, while 
the selection might have been with a particular role to 
be performed, subsequent assignments given to that 
SX | would be a matter determined between the 
person and the deputy minister, with redeployment 
occurring in the light of changing priorities, or for 
developmental purposes or to move the individual to 
another role from, say, a major Supervisory role in 
which his performance was not fully satisfactory. 


Indications of how principles may be served: 


Efficiency/Effectiveness: It would give the 
deputy minister a degree of authority over the 
deployment of his/her management team that is 
found in the private sector and indeed in some 
other public services. It would also result in 
redeployment at these levels within the same 
department no longer being viewed as appoint- 
ments (hence reducing paperwork) 

Equity: Public servants contemplating a career 
in senior management ranks would know in 
advance that all who enter would be obliged to 
accept certain obligations 

Sensitivity and Responsiveness: A greater 
ability to redeploy their management teams 
should improve the ability of deputy ministers to 
accommodate quicker and more effectively to 
changing circumstances. It would also give 
deputy ministers greater ability to persuade key 
members of their management team to take on 
new responsibilities involving geographic reloca- 
tion, in that deputy ministers could give firmer 
assurances to them as to when they would be 
brought back and in what capacity. Also senior 
management personnel would know on entry to 


these groups that they would be expected to 
accept such assignments when circumstances 
warranted this and when there were no compel- 
ling family or other reasons for declining them. 
The presence of a greater number of senior 
public servants with comparatively recent ex- 
perience outside the National Capital Region 
would likely in itself enhance the sensitivity and 
responsiveness of the Public Service (see PSC 
annual report 1976) 

Merit: Under the present appointment to posi- 
tion approach, there has been a high degree of 
position reclassification and consequential in- 
cumbent promotion. Under an appointment to 
level concept, the promotion of an individual 
would be more tied to the numbers of vacancies 
at the higher level and the relative qualifications 
of those aspiring to them than to the success of 
a manager in justifying a higher classification to a 
specific position 

Equality of Access: With an increased ability to 
design developmental assignments, deputy 
ministers could better ensure that those in 
under-represented groups are given the experi- 
ence and skills necessary for advancement 


O A general policy should be established, 
whereby someone appointed to a depart- 
ment would be expected to remain a reason- 
able minimum period with that department 
— as a general rule, perhaps three years, and 
for this period, barring exceptional cir- 
cumstances, the individual would remove 
himself from consideration for openings in 
other government departments. 


Commentary: 

lf deputy ministers are to be held effectively to account 
for the quality of departmental management, they 
must have some assurance as to the stability of their 
management team and not be subject to sudden and 
unanticipated losses of key personnel due to the 
blandishments of other departments. Equally impor- 
tant, rapid turnover in senior management has a 
demoralizing impact on the staff supervised. 


Assumption of management responsibilities should be 
accompanied by assumption of obligations to subordi- 
nate staff, including the general obligation to stay long 
enough to get to know them, to provide leadership, to 
nurture them, to recognize high performance and to 
take steps to correct poor performance. This of course 
does not relieve a deputy minister of responsibility for 
creating the kind of environment wherein members of 
his or her management team feel sufficiently chal- 
lenged and their effort sufficiently recognized to 
generate a sense of commitment on their part. 


Indications of how principles may be served: 


Potentially major on principles of Efficiency/Ef- 
fectiveness, Equity (e.g., in management of 
subordinates), Merit (e.g., more informed as- 
sessment of subordinates and of senior man- 
agement personnel by the deputy minister) 
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Sensitivity and Responsiveness: Continuity of 
management 


O The continued employment in a depart- 
ment of someone at these levels would be 
periodically reviewed by the department, the 
individual and the Public Service Commis- 
sion. 


Commentary: 

In some of the larger or highly specialized depart- 
ments, and more rarely elsewhere, Someone might 
well spend most or all of his or her service in senior 
management and/or senior executive ranks in the 
same department — as indeed is the case today. The 
proposed periodic review would ensure that those 
needing the opportunity to have experience elsewhere 
would be brought to the attention of the PSC at an 
early date, thereby maximizing the likelihood of 
success in achieving a planned exit from one 
department and entry to another. 


Indications of how principles may be served: 


Efficiency/Effectiveness and Merit: Better 
identification of those of unusual talent and 
preparation of them for higher level appoint- 
ments. Improved quality of staffing by knowing 
of, concentrating efforts on, those public ser- 
vants in need of assistance 


C) Faced with a vacancy, a department 
should generally be required to consider the 
candidacy of not only public servants in that 
department but also that of public servants 
from other departments in need of a change, 
and that of non-public servants — with due 
concern for the particular needs and cir- 
cumstances being faced by the department. 


Commentary: 

We are firmly in support of a career Public Service but 
not one so rigid that prevents a significant flow into 
senior management ranks from outside (e.g., the 
private sector, other levels of government, academia) 
from occurring. In fact we are convinced that the 
15-20% of new entrants to these levels coming from 
outside, as has been the case in recent years, is 
healthy and should continue to occur. Austerity tends 
to make this more difficult to maintain as would the 
provision of appointment-to-level, since such an 
approach has tended to create closed shops 
elsewhere (e.g., foreign service or UK administrative 
grades). As a result, to maintain a reasonable inflow 
from outside the Public Service into these proposed 
management groups, an explicit policy on external 
recruitment is considered to be essential. Rather than 
establishing some arbitrary quota, it would be prefera- 
ble to have a well-understood policy whereby de- 
partmental recourse to external candidates of unusual 
talent would be readily possible. In practice, this would 
still mean that most vacancies would continue to be 
filled by career public servants, because of the value 
generally placed on knowledge of a particular program 


area or of the Public Service environment, and the 
natural inclination of Public Service managers to 
attempt to maintain organizational morale by favouring 
existing public servants except where the external 
candidate is markedly superior. It is noteworthy that in 
the U.S.A. even with the Presidential discretion to fill 
about 600 senior executive positions (5.4% of grades 
I6, 17 and 18) with his chosen appointees, a 1976 study 
showed that well over 50% of these were drawn from 
career ranks (e.g., had |O years Federal Service or 
more) during the Johnson and Nixon administrations; 
similarly, our prime ministers have tended to select 
deputy ministers from among career public servants. 


Indications of how principles may be served: 


Efficiency/Effectiveness and Merit: Senior 
management drawn from the best talent availa- 
ble in the Public Service and in Canada generally 
Sensitivity and Responsiveness: Ability to 
appoint from the Public Service or bring into the 
Public Service people with particular skills or 
perspectives 

Equity: Four out of five vacancies would 
continue to be filled by career public servants 
Equality of Access: Maintain current volume of 
intake 


1) Mandatory disclosure on request to 
someone who was not considered or who 
failed in a competition as to the reasons for 
this. If still convinced that a significant error 
had occurred in the selection process or in 
the evaluation of candidates, that person 
could request the Public Service Commission 
to review the case or conduct an inquiry. 


Commentary: 

This would apply to selections both for entry and for 
subsequent promotions. The provision would consti- 
tute a check on the occurrence of abuse, intentional 
or inadvertent. Access to personal information Is 
required by Human Rights legislation. Where there 
should be additional redress elements here with 
regard to promotion is still under review; normal 
appeal rights certainly would continue to exist for 
demotion or release decisions. 


Indications of how principles may be served: 


Merit and Equity: Protection in system against 
error or abuse 

Equality of Access: Probably supportive in 
familiarizing non-public servants with process 
and standards used in competitions at these 
levels 


O) In the event of career public servants on 
probation (other than those on first ap- 
pointment to the Public Service) failing to 
demonstrate satisfactory performance at a 
particular level, there would be a policy of 
reappointment to the lower level from which 
they had been promoted — or to be moved to 


a job outside of management ranks at least 
equivalent to the former level from which 
they had been appointed. 


Commentary: 
This is consistent with one of the proposed PSEA 
amendments with respect to those failing on proba- 


tion. 


Indications of how principles may be served: 


Efficiency/Effectiveness: It is essential that 
those who are found not to have the aptitude to 
perform management responsibilities will be 
moved to other duties — indeed, this is the least 
that is owed to those who are being supervised. 
Infinitely more damage may be visited on an 
organization by a manager whose performance 
is marginal than by someone else of marginal 
performance in the unit 


Personnel Financial 
Management Management 
DM's mini-GPM mini-GEM 
ADM's GPM GEM 
SX's GPM GEM 
SM's — Advanced 
Financial 
Management 
Middle Staffing General 
Management for Level 
Managers; Financial 
Staff Management 
Relations 
for Managers 
Supervisory Functions and Introduction 
Roles of to . 
Supervision; Financial 
Dynamics of Management 
Supervision 


Equity: The decision to appoint someone to 
management responsibilities, particularly for the 
first time, is always something of a risk on the 
part of both the selection board and the 
employee —and both should bear some 
responsibility in the event that the risk does not 
work out. Release from the Public Service places 
the burden solely on the individual 

Merit: Such a provision re-inforces the practical 
application of merit (and equity) 


O The PSC would make available a con- 
tinuum of training and development courses 
aimed at all levels of management, from 
supervisory to deputy ministerial. 


The outline of this continuum 
is already emerging: 


Machinery 

of 

Government Other 
Executive 

Seminars 

Executive 

Seminars 

Orientation Computer 
Seminars Concepts 
Executive for 
Seminars Executives 


Sr. Management 
Development 
Program 


Specialty Courses in: EDP, 
Systems Analysis, Finan- 
cial Admin., Personnel 
Functions, Project man- 
agement, performance 
measurement 


Management of 
the Public 
Enterprise 


Plus more substantive developmental/broadening 
programs such as the Career Assignment Program. 
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Commentary: 

Departments as now, generally the larger ones, 
would continue to operate their own training prog- 
rams where they felt that this was cost effective. 
However, all departments and managers would be 
aware that regardless of the level of management 
there would be core training available. 


Indications of how principles may be served: 


Efficiency/Effectiveness and Equity: In de- 
partments not having the scale to warrant 
establishing their own training programs, those 
in management wouid not be excluded from 
access to training necessary for the satisfactory 
performance of their responsibilities or to pre- 
pare them for advancement 


0) The PSC would publish, and update as 
required, a career guidance brochure inform- 
ing those who might be considering careers 
in senior management of 


— the fact that there are alternative career 
streams for those who are primarily in- 
terested in following a specialist career 

— the size, terms and conditions, scale of 
intake and related matters respecting the 
senior management personnel 

— the qualifications generally required for 
entry and the process by which people 
would be assessed and appointed 

— the routes available by which individuals 
might broaden their experience (e.g., trans- 
fer, secondment mechanisms) and acquire 
off-the-job knowledge (e.g., availability of 
courses). 


Commentary: 

This would tend to de-mystify for public servants the 
manner and basis on which appointments are made. 
Perhaps of even greater importance, the provision of 
information would ensure that, within a few years, 
most of those seeking entry would in their self-interest 
have taken steps to meet the desired qualifications. 


Indications of how principles may be served: 


Efficiency/Effectiveness: Better qualified per- 
sons presenting themselves as candidates for 
senior management 

Equity, Merit and Equality of Access: Selec- 
tion processes and likelihood of success better 
understood among those aspiring. Advance 
warning of general qualifications being sought 
and hence opportunity to shape career path 
accordingly 


OC) Astrong central information bank would 
be established by the PSC on senior man- 
agement personnel. 


Commentary: 
This is essential to the administration of an 


appointment-to-level approach, which inevitably calls 
for improved manpower/career planning. Its achieve- 
ment will be facilitated by the recent Commission 
decision to limit Data STREAM to the groups above, 
thereby focusing on an inventory population about one 
fifth of what it is to-day. It will also be facilitated by the 
provision by which a large part of the senior 
management population will not generally be subject 
to search, due to having excluded themselves for an 
agreed period from consideration for openings in other 
government departments. However, under unusual 
circumstances it might be necessary to move to 
another department (on promotion or lateral basis) 
during this ‘‘agreed”’ period. 


Indications of how principles may be served: 


Higher quality selections should result and this 
would support all the principles 


O Ajoint TBS/PSC policy on appraisals will 
shortly be issued. Among other things, it will 
provide specific instructions to departments 
as to the information that will be required for 
the central information bank. 


Commentary: 

Basic and qualitative information of a high calibre is 
fundamental to the screening and evaluation of 
candidates. 


Indications of how principles may be served: 


As for the previous provision 


0 While some delegation of staffing of 
senior management levels would not in 
principle be ruled out, the Commission 
would retain full authority over appoint- 
ments for these groups at least initially, 
though as at present there would be exten- 
sive departmental involvement in screening 
and selection. 


Commentary: 

This is essentially the pattern to-day, and reflects two 
traditional concerns of the Commission. Firstly, the 
potential danger of ministerial pressures on deputy 
ministers is greater at these levels (see our Opening 
Statement of March 14, 1978). Secondly, a higher 
proportion of appointments at these levels involves, 
and should continue to involve, interdepartmental 
movements and for these a central staffing operation 
tends to be more effective. 


CO) Personnel in these groups would continue 
to be constrained in respect to involvement 
in partisan political activity. 


Commentary: 

In our view the reality and perception of the senior 
bureaucracy as being politically neutral is fundamental 
to the concept of a career Public Service capable of 
serving competently and loyally the government of the 
day, regardless of its political persuasion. 


Provisions for Middle Management and Supervis- 
ory Personnel 


For reasons already outlined, it is our view that the 
processes that should apply to these personnel 
should generally approximate those proposed for 
non-management personnel, which are described 
later in this report. This would, for instance, be the 
case in respect to such issues as basis of 
appointment, redress mechanisms, and external 
recruitment policy. However, this should not be 
interpreted as an unwillingness on our part to 
confront difficulties in this area vis-a-vis the senior 
management area. It is abundantly clear to us that 
much of the philosophy expressed in the preceding 
section applies equally here; namely that substan- 
tive improvements must be made in the selection, 
development and evaluation of personnel perform- 
ing at these management levels — and the 
expeditious removal from management ranks of 
those who fail to perform satisfactorily. 


There is no doubt that, in the event that the 
classification system is revised to allow the 
emergence of distinct management groups, con- 
siderable work will be required to establish 


— appropriate classification standards 

— corresponding selection standards outlining the 
qualifications necessary for entry, e.g., aptitude, 
knowledge of management policies as well as any 
technical expertise required 

— technology for assessing qualifications 

— training and developmental strategies 

— appraisal policies 

and such like. 


It is not practicable, however, to postulate detailed 
proposals until there is greater precision available 
as to what will constitute this middle and lower 
management population. For example, it should be 
mandatory for candidates for any management 
roles involving significant supervisory respon- 
sibilities to be able to demonstrate aptitude for 
supervision such as 


— interpersonal skills 

— awillingness to devote considerable time and 
effort to coach and develop subordinates 

— an ability to share authority, i.e., to give 
subordinates a real involvement in the manage- 
ment of the unit 

but to what extent should candidates for entry to 
the lower management group(s) be expected to 
have in advance a sound knowledge of manage- 
ment policies or should aptitude be the basic key to 
entry with an obligation on departments to estab- 
lish acceptable developmental programs through 
which newly-appointed management personnel 
would acquire the required knowledge (on-the-job 
and/or through classroom training) within a 
reasonable period of time, such as the year of 
probation? The answer will have to take account of 
the boundaries of the management group. 
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Concluding Remarks 


It is our firm conviction that implementation of 
these provisions for management personnel would 
reduce significantly the problems underlying the 
quality of management that are common to public 
services and the problems that are particular to the 
federal Public Service at this time. Indeed, we 
believe that the current environment is conducive 
to and supportive of changes of this kind, and we 
would point as evidence of this to the impact of 
austerity, to the strong support of the majority of 
deputy ministers to most of the provisions that 
have been outlined, to some of the thinking 
expressed by both the Advisory Committee on 
Executive Compensation and the Auditor General. 
Itis also noteworthy that in the United States, the 
Presidential Task Force on Personnel Management 
has come out with proposals for an Executive 
Service that have some major elements common to 
ours for senior management personnel, despite 
both studies having been carried out without 
significant contact until the broad outlines had 
been established. 


Despite this optimism, it is clear to us that the 
general acceptability of these provisions to the 
public servants directly affected and, as a result, 
their successful implementation, is predicated to a 
significant extent on the establishment of a com- 
pensation policy for management personnel that is 
equitable; most importantly, equitable relative to 
that applying to other public servants but also as 
equitable as is possible, given political realities, 
relative to that applying to those performing similar 
jobs outside the Public Service. One cannot expect 
management personnel to welcome provisions 
that place additional obligations on them, however 
much they recognize the inherent virtues of these 
provisions, if at the same time the salaries of 
subordinates, not subject to such provisions, are 
rising faster and overtaking their own. Salary 
differentials should reflect differences in the value 
of work performed and, if in fact the Public Service 
is now to place a higher value on the management 
dimension of jobs, this should be reflected in the 
salaries paid to management personnel — as is 
generally the case in the private sector. We await 
with interest the proposals to the Government of 
the Advisory Committee on Executive Compensa- 
tion and the response of the Government to these 
proposals, though recognizing that in the short- 
term any progress in this area is seriously con- 
strained by the current A.I.B. controls that will 
continue throughout 1978. 


The provisions that have been outlined for senior 
management have been developed on the assump- 
tion that the Public Service Commission or another 
body with equal authority over appointments and 
equal autonomy from the government of the day 
will continue to exist. Without the existence of an 
Organization with these characteristics, some pro- 
visions, for example that relating to whether 


competitions should be open or closed, would have 
to be seriously re-examined. 


The provisions are also based on the following 
assumptions about managerial behaviour: 


— managers in their own self-interest and for 
reasons of professional integrity seek the best 
candidate readily available to fill a job 

— managers, if they know and understand Public 
Service personnel policies and objectives and the 
reasons for them, will adhere to them honestly, 
adapting them only where circumstances warrant. 


Non-management categories 


Introduction 


In advancing proposals for the non-management 
categories at this time, we have had to make certain 
assumptions. These include: 


@ at present, classification standards are not 
bargainable and proposals are based on this. 
Should the Government decide to make a change 
in this area, some of our proposals likely would 
require rethinking. 


® primarily for ease of presentation, it is assumed 
for the time being that the present division of 
ultimate responsibilities for personnel manage- 
ment will continue. The Committee will no doubt 
want to examine whether role and structural 
changes are desirable after it has established 
broadly its position on substantive issues. Should 
organizational change be favoured at that time, 
most of our proposals now cast in terms of the 
Public Service Commission or the Treasury Board 
would require only re-casting as appropriate in 
terms of proposed adjustments in central machin- 
ery or of adjusted relationships between the centre 
and departments. 


General Provisions 


0 Continuance generally of appointment to 
position. 


Commentary: 

This does not prevent an appointment-to-level ap- 
proach where the nature of the work calls for this. A 
current example is the research scientist group. 


0 Full delegation of staffing authority with 
safeguards outlined later and with the PSC 
providing services such as 


— external recruitment (where appropriate) 
— facilitation of interdepartmental transfers 
— technological services 

— priorities administration. 


Commentary: 

Other than for a few exceptions this is the pattern of 
delegation today, and one that recognizes the growth 
in the scale and heterogeneity of the Public Service. It 
recognizes also the fact that the bulk of public servants 
in these categories follow departmental careers for 
many years at a time and not infrequently spend their 
entire Public Service career in the same department. 
For this reason, it is highly desirable that deputy 
ministers be, and feel themselves to be, substantively 
accountable for managing the staffing function as part 
of their overall management responsibilities — while 
observing policies, principles and standards estab- 
lished in the interests of the Public Service as a whole. 


In respect of external recruitment, except for depart- 
ments that are prime users of a particular occupational 


group (e.g., Justice — lawyers, or Transport — air 
traffic controllers), there are advantages in having a 
single recruitment and referral body. For groups in the 
Operational Category and, outside the National Capital 
Region, groups in the Administrative Support Category, 
it makes sense to use the more than 400 Canada 
Employment & Immigration Centres for recruitment 
and referral, if they provide a service that is effective 
and observe Public Service standards. For the Post- 
Secondary Recruitment campaigns and for groups in 
the Administrative Support Category in the National 
Capital Region, the Commission would continue to 
handle recruitment and referral services. 


While not representing a high proportion of total 
appointments in the non-management categories 
there is nevertheless a sizeable number of public 
servants seeking to move from one department to 
another, either because advancement opportunities in 
their current department are few or, more generally, to 
acquire-new experiences. It is therefore necessary for 
the Commission to assist such persons to bring their 
availability and qualifications to the attention of other 
departments. As a consequence, in 1977 the PSC 
established two formal interdepartmental transfer 
services, one for Administrative Support staff in the 
National Capital Region, and a national one for staff in 
the Scientific & Professional, Administrative & Foreign 
Service, and Technical Categories. 


Similarly, the Commission is concerned that it provide 
a common service which makes selection processes 
as efficient and as visibly meritorious as possible. Two 
examples of this kind of technological support are the 
introduction of the one-page poster and the current 
implementation of the Automated Notice System, 
both of which should encourage the use of posters 
over the use of inventory systems of screening. 


Finally, itis difficult for an individual department to 
know whether it is fulfilling its obligations to those 
people, wherever they may be, who have a statutory 
or administrative priority to be considered for appoint- 
ment prior to other candidates being considered. The 
Commission provides to departments regularly up- 
dated lists of such priority persons. 


e@ The existing safeguards on the quality of 
delegated staffing include: 


— the legal instrument of delegation, detailing the 

groups and levels delegated 

— the existence of selection standards and regula- 

tions 

— the provision of appeal rights and the investiga- 

tion arms of the Commission 

— the cyclical review of departmental performance 
by the Audit Branch 

— Staffing Branch monitoring. 


e Additional safeguards being introduced are 

— anewapproach to Audit, on which you have 
been briefed, namely a policy of establishing more 
stringent conditions of delegation to those depart- 
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ments in which performance, in the light of audit 
findings or information arising from other sources, 
is flawed in certain areas. An example of such a 
condition would be to require a department that 
had not been giving adequate consideration to 
persons with priorities to seek clearance from the 
Commission before proceeding to staff positions in 
certain occupational groups and levels. 


— regular feedback to each deputy minister as to 
the performance in his/her department relative to 
the Public Service as a whole with regard to certain 
key indicators. Examples are the proportion of 
appointments made without competition or the 
proportion of appointments made from among 
public servants in other departments. 


e New safeguards on delegation proposed 

— It is recognized that in delegating authority to a 
department for an occupational group for which 
the department has very few positions means that 
staffing officers in that department generally do not 
have much knowledge of this occupational field. /n 
such instances a condition should be placed on the 
delegated authority whereby such a department 
would have to acquire the services of an experi- 
enced staffing officer from an identified major user 
department to staff positions in that group. 

— There should be mandatory certification by the 
Commission of those exercising delegated staffing 
authority. 


Commentary: 

It is important to reassure employees that those given 
staffing authority have the knowledge to perform it 
responsibly and that those who do not perform in this 
manner will not be permitted to retain the authority. 
The first reassurance would result from requiring 
officers, by test or by successful completion of a 
staffing course, to demonstrate that they have the 
knowledge. The second reassurance would result 
from the Commission removing certification from an 
officer who was found through appeals, investigations 
or audit, to have violated seriously or repeatedly the 
standards the officer is expected to observe. 


Indications of how principles may be served: 


Efficiency/Effectiveness: Positive effect 
Merit, Equity and Equality of Access: Will be 
better served as a result of safeguards 


C) There should be a systematic review by 
the Treasury Board as to the need for the 
present number of occupational groups. 


Commentary: 

At present, there are 28 groups (and |5 subgroups) in 
the Scientific and Professional Category, 13 in the 
Administrative and Foreign Service, and 32 groups 
(and 92 subgroups) in the Technical, Administrative 
Support and Operational Categories. The more occupa- 
tional groups that exist, each with different classifica- 
tion standards (and hence selection standards), terms 


and conditions, salary ranges, and timing of salary 
range changes, the more complex becomes the 
staffing process. For example, when the salary range 
of one group changes relatively to another, itis not 
uncommon for a few months for what were promo- 
tions to become demotions and for people who would 
have been in the area of competition for a job to find 
themselves excluded and vice versa. 


This proposal is made because of the potential for 
simplification of the staffing process that might arise 
from such a review. Even if the potential proved 
illusory (all groups and subgroups were found neces- 
sary), the publication of such a review would help 
eliminate a widespread lack of understanding as to 
why this degree of differentiation is necessary, 
particularly when some other jurisdictions seem to be 
able to function with fewer. 


Indications of how principles may be served: 


Efficiency/Effectiveness: Reduce staffing 
complexities, facilitate intergroup mobility 
Merit: Meritorious candidates would not be 
excluded for inappropriate reasons 


O Use of appraisals should be mandatory in 
selection processes (or in the absence of 
appraisals, selection boards should use the 
best evidence available, e.g., where some 
candidates are from outside). 


Commentary: 

A TBS/PSC joint policy on appraisals, for guidance of 
departments, will be issued shortly. This should 
encourage more rigour in departments whose perfor- 
mance in this area has not been fully satisfactory. In it 
will be a requirement that the performance of a public 
servant be appraised in writing at least once a year. 
Aside from the issue of good management practice, 
evidence of past performance should be an essential 
factor in selection. Perhaps needless to say, the 
amount of desirable documentation will vary depend- 
ing on the nature of the work performed in the group. 


Indications of how principles may be served: 


Efficiciency/Effectiveness and Merit: This 
should better ensure that the most meritorious 
candidate is selected 

Equity: Enhanced 


O It should be mandatory to disclose to 
unsuccessful candidates in selection proces- 
ses, upon request, all particulars relevant to 
the decision about that person, including the 
selection board report and the selection 
techniques applied. If an employee then 
decided to appeal, that person would be 
obliged to state with reasonable precision 
the grounds for so doing. 


Commentary: 
The first part is required under the provisions of the 
Human Rights Act. It should encourage selection 


boards to be more thorough in assessing candidates, 
and eliminate some appeals launched to obtain 
information. A more rigorous requirement of appel- 
lants to identify their grounds (as in grievances) might 
eliminate some appeals that are essentially frivolous 
and at the same time might shorten appeal hearings. 


Indications of how principles may be served: 


Efficiency/Effectiveness: On balance likely to 
be positive 

Equity and Merit: Strongly supportive, particu- 
larly in raising the visibility of merit and of the 
candidates understanding why they were un- 
successful 


O) It should be mandatory to name board 
members on appeal notices. 


Commentary: 

lt would seem advantageous to publicize the calibre of 
persons who sit on selection boards and to underline 
for those who do so that they collectively share the 
responsibility for the selection process and outcome. 
This has been the tradition in the Department of 
External Affairs and has not generated problems. 


Indications of how principles may be served: 
Merit: Raises visibility of merit 


O There should be a ruthless examination of 
each and every Public Service Employment 
Regulation to determine 


— whether it is needed at all 

— whether a policy or guideline would be 
more appropriate 

— whether, if it is to be retained, it is in 
language comprehensible to the average 
public servant. 


Commentary: 

Given the size and diversity of conditions in the Public 
Service, extensive reliance on regulations having the 
force of law generates difficulties: 


—a tendency to ensure the staffing action taken Is in 
accordance with the regulations rather than ensuring 
that it conforms with the intent and spirit of the PSEA; 
— added complexity in staffing in most parts of the 


Public Service in order to resolve a problem in one part. 


The policy should be to use regulations only for those 
aspects of staffing that have general applicability for 
one or more categories and are not likely to change 
frequently (e.g., provision of appeal rights). 


Indications of how principles may be served: 


Effectiveness/Efficiency, Equity and Merit: 
More opportunity for common sense to apply 
rather than blind adherence to regulations 


O Arealistic and more equitable transfer 
policy should be established. 


Commentary: 

The Public Service Commission strongly favours this 
but does not have a satisfactory solution to offer. To be 
satisfactory, a general policy must neither generate 
new inequities nor undermine the ability of good 
managers to manage well. We have expressed the 
dilemma at length in our first appearance before this 
Committee. Whatever the policy, it must not seriously 
impede desirable intergroup, interdepartmental or 
geographical mobility. 


The present Act is almost entirely silent on the subject 
of transfer. As a result, while they do not address the 
central question of equity in any substantive way, two 
of the amendments to the PSEA presently scheduled 
for tabling in late 1978 should be mentioned: 


O The term “transfer” should be defined in 
the PSEA and in the following manner: a 
transfer is the movement of an employee 
from one position at a level in an occupa- 
tional group to 


(a) another position at the same level in the 
same occupational group, or 

(b) another position in a different occupa- 
tional group determined by the Commission 
to constitute a transfer. 


OC) The creation of a cluster concept whereby 
the Commission, if requested jointly by a 
department and the staff association in- 
volved, could identify clusters of positions 
having similar duties, responsibilities and 
qualifications among which transfers 


— would be in accordance with terms and 
conditions agreed upon between the de- 
partment and the bargaining agent 

— would not be considered to be appoint- 
ments (other than for record purposes) and 
— would not be subject to further probation 
nor to appeal. 


Commentary: 

Both these proposals bring some degree of common 
sense into the transfer area. The first would, for 
intergroup transfers, eliminate the absurdity of defin- 
ing all moves between two jobs as promotions, if there 
is one dollar difference between the maximum of the 
second salary range over the first, an absurdity 
particularly aggravated by different timing of salary 
range adjustments. In other words, if the Fl 5 salary 
maximum in one month is a little higher than that of 
the AS 5, the Commission could nevertheless deem a 
movement between the two groups at these levels to 
be a transfer, and this would remain so even though 
the next month the AS 5 salary maximum was adjusted 
above the FI 5. The second provision recognizes that in 
certain parts of departments, there may be groups of 
essentially identical positions and departmental man- 
agement should be able to redeploy staff expediti- 
ously, as circumstances warrant, among certain 
positions within a cluster that, while identical in 
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selection terms, have more attractive features to 
them. Misuse of this flexibility would be largely 
checked by the requirement of prior management- 
union agreement. 


Indications of how principles may be served: 


Efficiency/Effectiveness: Simplify staffing pro- 
cess 

Equity: It would enable, for example, for 
preferred assignments to be established ona 
basis well understood and accepted within the 


group 


O) Public servants with several years’ service 
who fail on probation should be entitled to 
reappointment to a position with a level not 
less than that which they had previously 
occupied prior to promotion — and should 
not be subject to further probation. 


0) Aprobationary period should generally 
not apply to public servants on /ateral 
transfer. Where exceptions are warranted 
(e.g., developmental assignments), the 
employee who fails should be entitled to 
re-appointment to a position with a level not 
less than that formerly occupied. 


Commentary: 

The first is one of the PSEA amendments presently 
scheduled for tabling in late 1978. If the period of 
service was set at three years as presently planned, it 
would not create a large number of cases for 
departments but it would remove the inequity of a 
public servant with a record of long and satisfactory 
service being rejected without third party review (no 
appeal right or access to adjudication) from the Public 
Service, because he or she was appointed to a new 
position due to deficiencies in the tools or process of 
selection. In 1976, only 5% of people rejected on 
probation had more than three years service. 


O Legislation should be amended to define 
three types of appointments 


— temporary, for up to a non-renewable 
period of six months 

— term, renewable, but not exceeding a 
prescribed overall duration 

— indeterminate (including part-time and 
seasonal) 


Those appointed under the first type would 
not be permitted to enter closed competi- 
tions. 


Commentary: 

The identification of the three types is already built into 
the proposed PSEA amendments presently scheduled 
for tabling in late 1978. 


The basic problem is that at present, term appoint- 
ments from outside are perceived as being used as a 


backdoor method of bringing someone into the Public 
Service, testing that person, and if found satisfactory, 
converting the appointment to indeterminate status. 
While the conversion in status is subject to appeal, it is 
difficult to envisage many being appealed or upheld 
because the person having performed the job for a 
considerable period would likely be the best candidate 
— and be appointed, for instance, over long serving 
public servants who would probably have been 
appointed in the first instance if the position had been 
originally established on an indeterminate basis. 


The recruitment process for the first type would be 
uncomplicated and would, therefore, provide an 
avenue to departments to acquire expeditiously 
additional staff for legitimate, short-term requirements 
such as peak periods of work or abnormal or 
unforeseen workload. It is anticipated that such a 
provision as a by-product would also reduce the large 
number of personal service contracts presently being 
made. 


Indications of how principles may be served: 


Efficiency/Effectiveness: The temporary ap- 
pointment will give departments greater flexibil- 
ity 

Equity: For career public servants, this would be 
enhanced to the extent departments opted for 
the first type over the second type 


O Employees while performing in an acting 
capacity should be eligible to be considered 
for appointment only to positions for which 
they would be eligible in their substantive 
positions. 


Commentary: 
This is one of the PSEA amendments presently 
scheduled for tabling in late 1978. 


Indications of how principles may be served: 


Equity: Acting appointments are designed to 
ensure that management can fill positions 
quickly on a temporary basis and without the full 
rigour of the regular staffing process. It is judged 
somewhat unfair to others and indeed open to 
abuse to allow that person to compete in areas 
of competition merely because he or she is filling 
a higher paid position in many instances fov a 
month or two 


QO) In cases of persons whose employment 
has been terminated as a result of rejection 
on probation, abandonment or dismissal for 
safety or security reasons, the Commission 
should be required at their request to 
reappraise such persons in order to deter- 
mine whether they are suitable for appoint- 
ment to other positions in the Public Service. 


Commentary: 

This is another of the PSEA amendments. It was 
originally recommended by the Joint Parliamentary 
Committee and supported by the Commission be- 
Cause the investment made in certain employees 
(experience, training, etc.) may be salvaged through an 
appointment to another position or in another depart- 
ment. It has been done to some extent in the past. 


Indications of how principles may be served: 


Efficiency/Effectiveness and Equity: 
Supportive to both 


1) Management-union consultation machin- 
ery should be strengthened, by the estab- 
lishment of: 


— consultative committees on selection 
standards and processes, category by categ- 
ory, made up of PSC, TBS and the appro- 
priate staff associations, chaired by a PSC 
officer, should develop proposals for review 
by the Commission. These committees 
should meet not less than once a quarter. 
Where appropriate, the mandate of existing 
departmental management-union consulta- 
tive committees should be expanded to 
include responsibility for specifying selection 
processes as they should apply within a 
specific department, subject to review by the 
PSC to ensure consistency with Public 
Service-wide policies. 

— a consultative committee on training and 
development, and access to such oppor- 
tunities, made up of TBS, staff associations 
and the PSC — perhaps established under 
the auspices of the National Joint Council. 


Commentary: 

While various avenues of consultation between the 
Commission and staff associations do exist, there is a 
perception, with some justification, that consultation is 
inadequate. By creating on-going and more formal 
mechanisms, consultation should be strengthened. 


Indications of how principles may be served: 


Equity: Greater employee involvement in the 
development, and hence understanding of, 
policies and processes 
Efficiency/Effectiveness: More effective iden- 
tification of problems and a forum for seeking 
reasonable solutions to them 


© Selection for development should remain 
within the discretion of management except 
in areas where developmental programs lead 
directly to a promotion. In these cases, 
selection for development should be openly 
competitive and subject to redress. 


Commentary: 
The extension of competition and redress to entry to 


programs directly leading to promotion is one of the 
proposed PSEA amendments presently scheduled for 
tabling in late 1978. With respect to access to 
developmental programs of a more general nature, we 
believe that faith can be placed in the motivation of 
departmental management and the provisions for 
improved consultation in this area outlined above. 


Indications of how principles may be served: 


Merit and Equity: Enhancement of its applica- 
tion to anew area 


O) Qualified inventories should be used in 
instances where the use of eligible lists 
would be too limiting. Employees could 
appeal if they felt that they should have been 
qualified; subsequently, only those in an 
inventory could appeal an appointment from 
it. 


Commentary: 

Currently, eligible lists are a major element in staffing 
and are a useful device for some areas where a 
number of jobs are similar and where there is a 
continuing flow of vacancies. Successful candidates 
are ranked and listed accordingly on an eligible list. As 
vacancies occur, people are appointed in the order of 
their ranking. However, there are other volume 
vacancy situations where the eligible list approach is 
considered by managers to be too rigid to allow for 
slight but important differences in the requirements of 
similar positions. As a consequence, the opportunity 
should exist to modify the eligible list approach to 
include inventories of people pre-qualified for specific 
types of work. Managers would then be able to select 
from this inventory the most suitably qualified 
employee for their particular job. To safeguard against 
error or abuse, employees could of course appeal if 
they were not put into the inventory; subsequently, 
those employees in the inventory could appeal an 
appointment made from the inventory. 


Indications of how principles may be served: 


Efficiency /Effectiveness: An additional selec- 
tion process open to managers where they 
deem it more appropriate to their circumstances 
Merit and Equity: Would contribute towards 
selection of qualified persons 


O The use of posters for internal competi- 
tions should be preferred over inventory 
screening where relative costs permit this. 


Commentary: 

The poster approach is much preferred by most 
employees since it not only informs them of staffing 
actions being launched, but also provides them with 
the opportunity to decide whether or not to apply. A 
number of recent steps by the Commission should 
encourage greater use of this approach by increasing 
the instances where it would be attractive: 


— elimination of Data STREAM for appointments 
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within the Professional and Administrative Categories. 


Until now, departments were obliged to initiate a Data 
STREAM search prior to adopting the poster approach 
for interdepartmental competitions 

— the introduction of the one-page poster and the 
upcoming introduction of the Automated Notice 
System, which, by reducing costs and time delays 
make the poster approach more viable. 


Indications of how principles may be served: 


Merit and Equity: Raise visibility of the applica- 
tion of merit 


0 Offices of the Public Service Commission 
should be opened in Saskatchewan, New- 
foundland and the Yuxon and North West 
Territories. 


Commentary: 

These have been planned for some time, due to 
concern that Public Service managers and employees 
are not receiving the level of service which they 
should. At the present time, Saskatchewan Is handled 
out of the Winnipeg Office, Newfoundland from the 
Halifax Office and the North West Territories from the 
Edmonton, Winnipeg and Montreal Offices and the 
Yukon from both the Vancouver and Edmonton 
Offices, depending upon the regional structures of the 
departments concerned. 


Indications of how principles may be served: 


Efficiency/Effectiveness: The cost of establish- 
ing small offices would not be great and would 
seem more than justified in terms of improved 
services 

Equity: It would bring counselling and other 
services to employees up to the standard in 
other parts of Canada 

Sensitivity, Responsiveness and Equality of 
Access: Provision of improved services to 
applicants and increased likelihood of establish- 
ing better contact with local communities 


Explicit External Recruitment Policy 


The traditional conflict between those, particularly 
in management ranks, who feel strongly that the 
Public Service needs regular infusion of new talent 
from outside, and those who feel that external 
recruitment should only be allowed when there are 
no public servants who have the minimum 
qualifications for a vacant position, has been 
heightened by the onset of austerity. It is our view 
that some better understood ground rules need to 
be established to avoid unnecessary frustration 
and distrust in the future. The following provisions 
would seem to provide a sensible balance between 
maintaining the concept of a career Public Service 
and yet, at the same time, ensuring that such a 
service is not unduly deprived of the contribution of 
people from other walks of life. 


CO The entry levels to the Administrative and 
Foreign Service Category should be desig- 
nated as training levels and the entry to 
these levels should be governed by objective 
screening devices and be by open competi- 
tion. 


Commentary: 

Most people would agree that it is healthy for the 
Public Service to provide access to these levels to 
some of the most talented people coming out of 
universities and community colleges and at the same 
time to provide access to those aspiring to move from 
the lower paid categories. 


In!l977, 1,362 (out of 29,074 applicants) came in from 
universities and colleges while 3,079 came in from the 
lower paid categories. Under present practices, we 
have two concerns. Firstly, our testing devices for 
external candidates are not as effective as would be 
desirable. Secondly, because of the high rate of entry 
through position reclassification from the Administra- 
tive Support Category, we have doubts that the most 
meritorious in that category are being selected. 


As a result, the Commission has begun to develop 
tests to determine administrative ability which could 
be applied generally to both internal and external 
candidates, if these levels were designated as training 
levels. Additional factors also would have to be taken 
into account for entry to some of the more specialized 
groups. Some operational aspects of this proposal 
must be further considered, e.g., should the area of 
competition be entirely national or departmental? 


Indications of how principles may be served: 


Efficiency/Effectiveness: Improved quality of 
appointments 

Merit and Equality of Access: Enhanced 
through better assessment of those who wish to 
enter the Administrative and Foreign Service 
Category 

Equity: Clear understanding of the manner of 
selection and hence guidance to people on how 
to prepare themselves for screening 


Sensitivity and Responsiveness: Continued 
intake from outside, bringing new perspec- 
tives 


QO Other than at the designated entry levels 
to the Administrative and Foreign Service 
Category, closed competitions should pre- 
cede open competitions. 


Commentary: 

With the open policy at entry levels to the Administra- 
tive and Foreign Service Category and an appropriate 
balance between open and closed competitions for 
appointment to and within senior management, 
adequate provision is made for a flow of talent into the 
Public Service at key points despite, for instance, the 
pressures of austerity. As a result, a preference should 
be extended to public servants who meet the 
qualifications for positions at other levels. 


Indications of how principles may be served: 


Equity: Enhancement 
Efficiency/Effectiveness: Some potential re- 
duction, but of an acceptable order 


0) For the Technical, Administrative Support 
and Operational Categories, open competi- 
tion should generally be permitted only after 
an interdepartmental closed competition has 
taken place in the local geographic area, 
except in respect of designated entry levels 
identified by departments, after local de- 
partmental management-union consultation, 
and agreement by the Public Service Com- 
mission. 


Commentary: 

These designated entry levels would not be limited 
necessarily to the first level of each occupational 
group. There is some evidence that responsible 
staffing officers are inclined to favour open competi- 
tions over interdepartmental in the same local 
geographic area because this avoids appealable 
situations. 


Indications of how principles may be served: 


Equity: It seems reasonable when, say, a CR 4 
vacancy occurs that qualified public servants In 
other departments in the same city should have 
the opportunity to be considered before non- 
public servants 

Efficiency/Effectiveness: The impact could be 
negative in those instances where there proves 
to be no qualified candidates in other depart- 
ments or where there are better qualified 
candidates outside the Public Service. On the 
other hand, giving a new challenge to public 
servants otherwise locked into jobs that they 
dislike or that are no longer challenging should 
enhance efficiency/effectiveness 

Sensitivity and Responsiveness: Generally, 
the impact on the volume of external recruit- 


ment should be minimal unless the Public 
Service population in these categories in a 
particular locale is declining. At the same time, 
any resultant success in moving people into 
work they find more challenging should enhance 
the manner in which programs are delivered 


The above outlines the provisions that we would 
favour applying to all the non-management groupings. 
With respect to the degree to which public servants, 
other than in senior management ranks, should be able 
to participate in partisan political activities, we do not 
feel that it would be appropriate at this time to make 
explicit proposals; it might be helpful, however, to 
draw to your attention the chapter on this subject in 
our 1977 Annual Report. 


Concluding Remarks 


We believe that in their entirety the provisions 
outlined above should have their major impact in 
three areas: 


— enhancement of merit and the visibility with 
which it is observed 

— the maintenance at key points of inflows of new 
recruits to the Public Service 

—a substantial increase in the involvement of 
employees through their associations in the estab- 
lishment of employment policies and practices. 
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Commentary on Specific 
Union Concerns 


Some specific concerns have been raised by a 
number of staff associations which are not addres- 
sed in the provisions outlined above. The Commis- 
sion believes that it would be helpful to the 
Committee to provide some comments in regard to 
some of them. 


Scope of Public Service Under the PSEA 


In general, employees in departments and quasi 
departments (Schedules A and B of the Financial 
Administration Act) come fully under the provi- 
sions of the PSEA whereas the majority of other 
agencies and Crown corporations (Schedules C and 
D of the FAA) do not. There are a variety of 
exceptions to this: 


e incertain departmental acts, some employees do 
not come under the PSEA, being appointed by the 
Minister, e.g., the 1,300 or so revenue postmasters 
category A and, in many instances, people 
employed for short periods such as sample 
surveyors and census enumerators at Statistics 
Canada. Amore anomalous situation is that of the 
approximately 600 employees of the Prairie Farm 
Rehabilitation Administration where only clerks, 
stenographers and engineers come under the 
PSEA, or those in the Canadian Dairy Commission. 
(Annex A, list 2). 
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e employees in some organizations not reporting 
to a Minister are nevertheless under the PSEA, e.g., 
the staff of the Federal and Supreme Courts, or 
those in the Public Service Staff Relations Board, 
bodies responsible to Parliament. A further variant 
is the Office of the Auditor General where, as of 
1977, the Auditor General has the power to appoint 
but is obligated to do so in accordance with the 
PSEA. (Annex A). 


In addition, the employees of a number of 
organizations while not under the PSEA have 
nevertheless been deemed to be so for purposes of 
competing in closed competitions. 


These include: 


military and RCMP personnel 

Canada Council 

National Arts Centre Corporation 
Teleglobe Canada 

etc. (See Annex A, list 3 for a complete list.) 


The pattern is one that results from history and 
from acertain degree of ‘‘adhocery’’. Several times 
a year, enquiries are made as to whether the 
Commission either would support proposals to the 
Governor-in-Council to bring employees of certain 
organizations under the PSEA (a current example is 
PFRA) or, more commonly, would seek the ap- 
proval of the Governor-in-Council to have the 
employees under the PSEA for the purposes of 
competing in closed competitions (examples in 
recent times include personal staff of members of 
Parliament, the NCC, ...). 


Insofar as the mandate of the Special Committee 
encompasses all matters relating to the PSEA, it is 
suggested that it should confront the general 
question of scope as well as the more specific 
question of access to closed competitions. The 
essential issue in regard to scope is whether a clear 
definition or set of guidelines should replace the 
results of past and current pragmatism with respect 
to what employees should be or should not be 
under the PSEA. Such a definition or set of 
guidelines should enable one to grapple with 
concerns of the following type: 


e should the employees of parliamentary servants 
be under the PSEA? The PSSRB is a separate 
employer, but staffing authority rests ultimately 
with the Commission. The Office of the Auditor 
General is now a separate employer but staffing 
authority rests ultimately with the Auditor General. 
The Office of the Commissioner of Official Lan- 
guages is not a separate employer and staffing 
authority rests ultimately with the PSC. 


e should a large publicly-owned utility such as the 
Post Office be removed from the jurisdiction of the 
PSEA? However it may be revised, the PSEA will 
tend inevitably to be shaped with the needs of the 


majority of departments in mind and may never be 


as suitable for an organization such as the Post 
Office. 


It may well be that the pragmatic approach is the 
more realistic, but itis an issue we feel the 
Committee should explore. 


With regard to new requests by Organizations for 
their employees to have access to closed competi- 
tions, the policy adopted in 1977 by the Commission 
is to look unfavourably on them unless 


— the employees in these organizations are in 
categories or have specialties which are difficult to 
find within the Public Service, or difficult to recruit 
from outside, or 

— there are functional affinities between the 
organization and some portion of the Public 
Service with, however, recognition that a request 
may be accepted where there are compelling 
reasons in the interests of the Public Service to do 
so, such as access for a number of years to 
employees from organizational units that once 
were within the scope of the PSEA but through 
reorganization are no longer. Examples of these 
employees with “carry-over benefit clauses” in- 
clude some or all employees of the 


— Agricultural Stabilization Board 

— Fisheries Prices Support Board 

— Atomic Energy Control Board 

— National Film Board. (See Annex A, list 2.) 


Staff associations generally concentrate on the 
access granted explicitly in Section 2(2) of the PSEA 
to military and RCMP personne! and express the 
view that this should not continue. Certainly there 
are strong functional affinities between many of the 
groups in the military or the RCMP and parts of the 
Public Service, and there is little question of the 
high calibre of many employees in such groups, 
but it seems that ultimately this particular question 
must be answered in terms of the weight to be 
given to such considerations as equity. Indeed, 
while staff associations wish to see the access 
more limited, some Parliamentarians argue that it 
should be extended to allow such personnel to be 
able to choose whether this eligibility would be in 
terms of their location of work or the location they 
deem to be their home. (See Annex B, excerpt from 
letter to Co-Chairmen Standing Joint Committee on 
Regulations and other Statutory Instruments dated 
November 29, 1977.) 


To place the issue in perspective, however, it 
should be noted that, in 1976, 237 appointments 
arose from the application of Section 2(2) repre- 
senting only 0.2% of total appointments made from 
within the Public Service. 
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The Administration of Redress Against Staffing 
Actions 


Many staff associations and others have ques- 
tioned whether it would not be more appropriate to 
eliminate the appeals process and provide redress 
instead through the grievance process which 
includes, where necessary, adjudication by the 
Public Service Staff Relations Board. It is difficult to 
know whether this line of thinking is based on 
realistic evaluation of the issue, on an understand- 
able but not necessarily realistic yearning for 
simplicity, on a confused perspective as to the role 
of Appeal Boards, or on a perspective resting on 
concerns arising from the administration of ap- 
peals, some time in the past. 


The key objective behind the present appeals 
process is to provide a check on gross abuse or 
error in the making of selections (primarily promo- 
tions). It is not designed to reassess candidates and 
act as a second selection board but limits itself to 
determining whether the process and outcome 
were reasonable. When it finds that an error in law 
ora violation of natural justice occurred, the Appeal 
Board chairman must determine whether such 
events could reasonably be expected to have 
changed the outcome of the selection process. If 
yes, the appeal is upheld; if no, the appeal is 
rejected. The most common cases of a substantive 
kind tend to be concerned with such issues as 
whether: 


— the appellant had been erroneously screened out 
of the competition 

— the type of questions asked at an interview could 
reasonably be expected to throw light on the merit 
of candidates 

— the selection was based on insufficient or 
inaccurate material. 


In the event that an appeal is upheld, one of several 
results might occur depending on the nature of the 
case: 


— the selection process might be totally re-run 
from scratch 

— the competition might be re-opened only in part 
to correct for the failing, e.g., an assessment or 
re-assessment, as appropriate, be made of the 
appellant only and the outcome incorporated into 
the final selection decision 

— the department might cancel the competition 
entirely, realizing that the fault lay in an inappro- 
priate job description, or minimum qualifications, or 
in the selection criteria. 


To ensure that there is proper follow-up after an 
appeal is sustained, the Commission has always 
approved the composition of the subsequent rating 
board. Recently, the Staffing Branch developed a 
more comprehensive and systematic procedure 
which ensures greater consistency and PSC control 
of subsequent staffing actions. One of the high- 


lights of the new procedure is an emphasis on key 
decision areas. For example, the Commission 
officer, in discussion with the responsible de- 
partmental officer, decides not only the composi- 
tion of the rating board but also whether the 
Commission should chair the board, at what point 
the staffing process should be resumed, and what 
subsequent appeal rights should be given. In 
addition, Commission officers follow up to ascer- 
tain the results of the subsequent selection pro- 
cess. In the event that a department cancels the 
staffing action, the Commission follows up to 
ensure that any subsequent action taken to staff the 
position is not inappropriate. 


An effective check on abuse or error and the 
ensuring of reasonable follow-up action are two 
objectives. A third is that the process be expediti- 
ous so that managers can acquire staff they need 
without substantive delay. In 95% of cases, the 
turnaround on appeals is 


3 working days to post appeal notices 

14 days within which a person may appeal (l0 
working days) 

10 working days within which to establish an appeal 
board hearing 

l-2 working days to hear the appeal 

10 working days within which to render a decision 


34 working days. 


This redress mechanism differs in a number of 
substantive ways from that of grievance/adjudica- 
tion and these differences must be confronted in 
thinking about major changes. The grievance/ad- 
judication realm is one that relates to determining 
whether or not an employee has been denied 
entitlements envisaged in collective agreements or 
arbitral awards or improperly disciplined (where 
this results in discharge, suspension or financial 
penalty). Other matters are subject to grievance, 
but are not subject to adjudication (the deputy 
minister is the last level of review). While both the 
grievor and the appellant are questioning adminis- 
trative decisions, the nature of the decisions and 
the consequences of the decisions being reversed 
are fundamentally different — and the two proces- 
ses reflect this: 


@ the grievor is seeking something for himself. 
Third party interests are limited (i.e., maybe a 
precedent on one grievance may be used to the 
benefit of others). In the case of appeals on 
selection processes, it is essentially a zero-sum 
game in that any final outcome beneficial to 
appellants must necessarily be equally to the 
detriment of an identical number of other public 
servants; 


® with respect to adjudicable matters (collective 
agreements, arbitral awards, discipline), ad- 
judicators are empowered to substitute their judg- 
ment for the original judgment of management. An 


adjudicator may, for example, decide that an 
employee’s suspension for misconduct as initially 
levied by management should be reduced by one 
half. However, it is presumably inconceivable that 
adjudicators, if given responsibility for what is 
currently appealable, should have a broad enough 
mandate to second-guess a selection board deci- 
sion except where there has been gross error or 
abuse (as is the present case with Appeal Boards). 
Hence the outcome of “appeals” would not likely 


be different, if channeled through the grievance/ad- 
judication route. 


On the other hand, if a broadening of the mandate 
in such a scenario did occur in law or in practice, 
some very significant events would likely occur: 


@ asharp escalation in the present flow of over 
3,000 appeals annually since many public servants 
would understandably like a second chance at 
being assessed and a second opinion as to who 
was most meritorious among the candidates; 


®@ asharp increase in staff time per case and in the 
duration of cases. At present caseload levels, the 
average turnaround time (the time between the 
receipt of an appeal and the decision) under the 
present appeal system is about 2! days; the 
turnaround time for references to adjudication is 
frequently 90 days or more. 


Some staff associations claim that Appeal Boards 
are more prone to favour the perspective of 
management (many managers feel strongly that 
the reverse is true) and cite in evidence the different 
success rates in appeals and in adjudication cases. 
Appeals in 1977 were upheld in 28.5% of cases 
(average 1975-77 21.8%). According to staff associa- 
tions (the PSSRB does not issue figures) references 
to adjudication result in considerably higher suc- 
cess rates. The real explanation for this rests 
overwhelmingly on two major differences between 
the processes: 


e@ under the PSSRA, the bargaining agent for the 
employee has control over which grievances 
(concerning the interpretation of a collective 
agreement or arbitral award) go to adjudication. 
These cases, which constitute 80 to 85% of all 
adjudicable matters, are taken to adjudication only 
if the staff association is in agreement that this 
should occur and staff associations are rarely 
inclined to push for adjudication in a case where 
the grounds do not warrant this. In contrast, 
anyone may exercise a right of appeal regardless of 
the absence of substantive grounds for so doing; 


e there can be only two outcomes to an appeal; it 
can be upheld or rejected. In adjudication, it is not 
uncommon for the decision to lie between the 
positions initially advanced by the two parties. This 
blurs the notion of what is in fact a successful 
outcome and in fact both parties of an adjudication 
can often claim partial success in the same case. 


No area of Commission responsibilities has been 
subject to more internal questioning, or, for that 
matter, to more questioning from staff associations 
and others, than the appeal function. The com- 
ments above, hopefully, will remove some of the 
confusion that has characterized the public discus- 
sion of the issue. At the same time, there is no 
doubt in the minds of the Commission that there 
are dissatisfying features about the appeals pro- 
cess and the key ones may be identified as follows: 


® an understandable dislike for any more redress 
mechanisms than necessary and an understanda- 
ble desire for one organization to be the review 
body for as many redress actions as possible. This 
was the motivation behind the Commission in 1977 
placing most of its redress machinery (appeals, 
investigation and anti-discrimination) under one 
Director General supported by a single registrar 
— reducing complexity while at the same time 
increasing the visibility and effectiveness of the 
redress function as a whole; 


® aconcern that departmental management, ex- 
cept that part and that level actually involved ina 
particular selection, do not feel sufficiently respon- 
sible for the quality of staffing carried out. 


The Commission feels that it is highly desirable that 
accountability in the first instance be placed 
squarely where it should be — namely, departmen- 
tal management for the over 90% of selections now 
made under delegated authority (which would rise 
to 97% under the provisions outlined earlier). The 
“HOW” is the problem. 


Some departments on their own volition have 
taken a significant step in this regard, and the 
Commission itself has taken three others: 


e@ inanumber of departments there is indication 
that the filing of an appeal triggers an internal 
senior level review in which lower level officers are 
called upon to explain the selection decisions made 
and, where the explanation is deficient, the appeal 
is conceded. Where the appellant identifies his 
grounds, this increases the likelihood of a two- 
stage review — a departmental review (a prior 
chance for the department to reassess the approp- 
riateness of its decision before a public airing of the 
case) followed by an external review through the 
appeals process in cases when the appellant still 
has not withdrawn his appeal; 


e the issuance of reports by the Commission 
directly to deputy ministers, pinpointing for them 
key indicators in their departments relative to the 
Public Service as a whole. Evidence of a high 
appeal rate should encourage deputy ministers to 
take steps to examine the causes; 


@ since September 1977, the PSC Staffing Branch 


has been supervising and monitoring upheld 
appeals with a view to ensuring that fair and 
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corrective action ensues and that information 
arising from an appeal is drawn to the attention of 
successively higher levels in departments in the 
event that reasonable follow-up action is not 
agreed to; 


@ the re-orientation of the Commission’s audit 
approach to place a greater emphasis on the 
effectiveness of the machinery established in 
departments to manage the staffing function. This 
too can bring out information not always readily 
available to senior management from departmen- 
tal sources. 


These steps plus the provisions already outlined 
such as mandatory post-competition interviews on 
request and a more enforced policy on appellants 
citing their grounds for appealing, should improve 
the effectiveness of the appeals mechanism. Furth- 
ermore, the Commission, in principle, would not be 
averse at all, in respect of delegated appointments, 
to the appellant being required first to exhaust 
redress avenues established within the department 
(perhaps through the present grievance route) 
before approaching the Commission. However, the 
time delays that would tend to result might well 
discourage departments from welcoming this. 


Role and Structural Changes 


As noted in our opening statement when we first 
appeared before this Committee, we are reluctant 
to address the desirability of changes in mandates 
or structure until an examination by the Committee 
of issues of substance has advanced to the point 
where the directions of change on such issues are 
reasonably clear. 


The one exception is in respect of role changes that 
are a necessary consequence of the proposed 
PSSRA and PSEA amendments. One of these 
relates to the elimination of the Commission’s role 
under Section 29(I) with respect to establishing 
regulations to govern the laying off of employees. 
This would become appropriately the responsibility 
of the Employer under the FAA. The Commission 
would retain, however, responsibility with respect 
to the recall and return rights. Another amendment, 
similarly, eliminates the Commission’s role in the 
area of abandonment of position under Section 27. 
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Overall Conclusions 


We have tried in presenting the provisions, to draw 
specific reference to the impact on the five 
principles. As may be noticed, there are not many 
references made expressly to two of them — 
equality of access, and sensitivity and responsive- 
ness. In the case of the first, this is because it is 
essentially a “given”, fundamental indeed to the 
daily operations of the Commission and depart- 
ments in ensuring that, where external recruitment 
opportunities exist, Canadians from every segment 
of society feel equally encouraged to apply and are 
assessed on an equal basis in terms of the 
qualifications deemed necessary for the jobs to be 
filled. This explains the university recruitment 
campaigns, the efforts to reach out to communities 
that traditionally have not felt very welcome, and to 
establish objective tools of selection. 


In the second case, one of the primary tasks is to 
ensure that there are indeed reasonable oppor- 
tunities for entry from outside the Public Service 
through which members of groups, that in the past 
have participated in the numbers which might be 
expected, given their numerical presence in the 
labour force, might have reasonable access to 
Public Service jobs at a variety of levels. To this 
end, the cumulative impact of the provisions 
regarding external recruitment should be noted. 
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The overall philosophy is to keep the doors open at 
selected key points, despite austerity, while bet- 
ween these points allowing for preference for 
public servants over non-public servants. In es- 
sence this would constitute a much more explicit 
policy on external recruitment than heretofore and 
we believe that, while it has drawbacks, a more 
explicit policy understood by all is necessary, 
particularly during a period of austerity, when the 
pressures to keep the doors closed and the 
probable resentment whenever they are opened 
(as opened they could be when one of the 
hundreds of staffing officers deemed it in the 
interests of the Public Service, under the present 
policy) would be very great. 


The external recruitment policy envisaged in this 
presentation may be summarized as follows. The 
practice would be to give preference for all jobs to 
public servants, if there are any within a reasonable 
area of search who can meet the selection criteria 
for a particular job, except in three areas where 
there would be either a balanced approach to open 
and closed competitions or an open door policy 
with public servants and non-public servants 
competing in accordance with merit, namely 


— the senior management levels (an appropriate 
balance of open and closed competitions) 

— the “training levels’ of the Administrative and 
Foreign Service Category (open door policy) 

— the “entry levels” to the Technical, 
Administrative Support and Operational Categories 
designated on a department-by-department basis 
after management-union consultation (open door 
policy). 


This in our opinion should provide reasonable 
assurance that where a group in our society is 
much better represented in the labour force than in 
the Public Service, its participation rate in the 
Public Service would increase. 


As the Special Committee will have noted, the 
provisions are not cast at this point in legal drafting 
terms for possible incorporation into anew PSEA 
and many in any case do not call for legislative 
change, but could be introduced under existing 
legislation. In fact our prime objective has been to 
describe the manner in which we would like to see 
staffing and related matters administered within 
the Public Service rather than a clause-by-clause 
review of the existing legislation. In a sense 
therefore, it is a partial blueprint for change 
reflecting the maturing of our views over the two 
years since our appointment. 
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Annex A 


Scope of Public Service Under 
the Public Service Employment 
Act 


LIST 1 That part of the Public Service to which 
the Public Service Commission has the exclusive 
right and authority to appoint persons. 


A 


Agriculture 
Anti-Inflation Appeal Tribunal 
Anti-Inflation Board 


B 


Bureau of Pensions Advocates 


C 


Canadian Human Rights Commission 

Canada Labour Relations Board 

Canadian Grain Commission 

Canadian Intergovernmental Conference 
Secretariat 

Canadian International Development Agency 
Canadian Penitentiary Service 

Canadian Pension Commission (carry-over benefit 
clause for members only) (7) 

Canadian Radio-Television and Telecommunica- 
tions Commission 

Canadian Transport Commission 
Communications 

Consumer and Corporate Affairs 


D 


Defence Research Board 

Director of Soldier Settlement (carry-over benefit 
clause for certain employees) (7) 

Director, the Veterans’ Land Act 


E 


Energy, Mines and Resources 
External Affairs 


(1) Portions of the Public Service of Canada which 
enjoy carry-over benefit clauses entitling persons 
to certain rights under the Public Service 
Employment Act. 


F 


Federal-Provincial Relations Office 
Finance 

Fisheries and the Environment 
Fisheries Research Board of Canada 


Immigration Appeal Board 

Indian Affairs and Northern Development 
Industry, Trade and Commerce 

Insurance 

International Joint Commission (Canada Section) 


J 


Justice 


L 


Labour 
Law Reform Commission of Canada 


M 


Manpower and Immigration 


N 


National Defence (civilian personnel) 
National Energy Board 

National Health and Welfare 
National Library 

National Museums of Canada 
National Parole Board 

National Revenue 
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O 


Office of the Administrator under the Anti- 
Inflation Act 

Office of the Auditor General of Canada 

Office of the Chief Electoral Officer 

Office of the Commissioner of Official Languages 
Office of the Co-ordinator, Status of Women 
Office of the Governor General’s Secretary 
Office of the Superintendent of Bankruptcy 


P 


Pension Review Board 

Post Office 

Prairie Farm Rehabilitation Administration (2) 
Privy Council Office 

Public Archives 

Public Service Commission 

Public Service Staff Relations Board 

Public Works 


R 


Regional Economic Expansion 

Restrictive Trade Practices Commission 

Royal Canadian Mounted Police (civilian person- 
nel) 


S 


Science and Technology (Ministry of State for) 
Secretary of State 

Solicitor General 

Staff of the Federal Court of Canada 

Staff of the Supreme Court of Canada 
Statistics Canada 

Supply and Services 
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Tariff Board 

Tax Review Board (staff drawn from Department 
of Justice) 

Transport 

Treasury Board 


U 

Unemployment Insurance Commission 
Urban Affairs (Ministry of State for) 

V 


Veterans Affairs 


W 


War Veterans Allowance Board (carry-over benefit 
clause for member only) (7) 


(1) Portions of the Public Service of Canada which 
enjoy carry-over benefit clauses entitling persons 
to certain rights under the Public Service 
Employment Act. 


(2) Portion of the Public Service to which the 
Public Service Commission has partly the right 
and authority to appoint persons and to which the 
Minister of Regional Economic Expansion has 
partly the right to appoint persons. 
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Annex A 


LIST2 Public Service as defined in the Public 
Service Staff Relations Act, excluding that part to 
which the Public Service Commission has the 
exclusive right and authority to appoint persons. 


A 


Agricultural Stabilization Board (carry-over 
benefit clause for members and employees) (7) 
Atomic Energy Control Board (carry-over benefit 
clause for certain persons) 


C 


Canadian Dairy Commission 

Canadian Livestock Feed Board 
Communications Security Establishment, De- 
partment of National Defence 


a 


Economic Council of Canada 


F 


Fisheries Prices Support Board (carry-over benefit 
clause for members and employees) (7) 


M 


Medical Research Council 


N 


National Capital Commission 

National Film Board (carry-over benefit clause for 
certain persons) 

National Research Council of Canada 

Northern Canada Power Commission 


O 


Office of the Representation Commissioner 


P 


Prairie Farm Assistance Administration 


S 


Science Council of Canada 
Statute Revision Commission 


(1) Portions of the Public Service of Canada which 
enjoy carry-over benefit clauses entitling persons 
to certain rights under the Public Service 
Employment Act. 
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LIST3 Portions of the Public Service designated 
by the Governor In Council pursuant to section 
35(2) of the Public Service Employment Act. 


A 


Advisory Council on the Status of Women 
Atomic Energy of Canada Limited 


& 


Canada Council 

Canadian Arsenals Limited 

Canadian Battlefields Memorials Commission 

Canadian Citizenship Act 

— Aperson designated by the Governor In 
Council to act as a Court for the purposes of the 

Canadian Commercial Corporation 

Canadian Corporation for the 1967 World 

Exhibition 

Canadian Council of Resource and Environment 

Ministers 

Canadian Government Participation 1967 

Exhibition 

Canadian Wheat Board 

Crown Assets Disposal Corporation 

Custodian of Enemy Property (Office of the) 


D 
Defence Construction (1951) Limited 


© 
Export Development Corporation 


F 


Farm Credit Corporation 
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G 


Government of Northwest Territories 
Government of the Yukon Territory 


H 


House of Commons (Staff of the) 


L 
Library of Parliament 


N 


National Arts Centre Corporation 
National Battlefields Commission 
National Harbours Board 

Northern Canada Power Commission 


O 
Office of the Correctional Investigator 


R 
Royal Canadian Mint 


NS) 


St. Lawrence Seaway Authority 

Seaway International Bridge Corporation Limited 
Senate (Staff of the) 

Social Science and Humanities Research Council 
(Pending) 


r 
Teleglobe Canada 


Source: PSC Staffing Manual, 1-9-77. 


55 


56 


Annex B 


Excerpt from letter to 
Co-Chairmen, Standing Joint 
Committee on Regulations and 
other Statutory Instruments, 
November 29, 1977 


| should like also to deal with the concern 
expressed by the Honourable Mr. Forrestall re- 
garding access to closed competitions by mem- 
bers of the Canadian Forces. 


As was explained to your Committee, we permit 
members of the Forces who are within one year of 
retirement to specify more than one residence in 
the case of open competitions. However, for 
closed competitions we determine their eligibility 
based upon where they are employed. If members 
of the Forces were given the right to compete in 
closed competitions in more than one locality this 
would place them in a more favoured position 
than all other Public Servants, which we do not 
believe was the intent of Parliament when the 
Public Service Employment Act was passed. 
Furthermore to give them the opportunity to 
compete in a closed competition in an area far 
removed from their area of work (e.g. in Cyprus) 
would entail substantial disbursement of public 
funds, increase the already considerable time 
taken to fill positions and add to the system's 
complexities regarding staffing and appeal 
notices. 


For the above reasons we feel that it would not be 
responsible to go beyond our current practices. 
Our proposed change to Regulation 7, as outlined 
above, should resolve the problem in so far as 
appointments without competition are concerned. 
The question of the inclusion of members of the 
Armed Forces in closed competition could be 
examined in depth by Parliament in the light of the 
report of the Special Committee or task force on 
“Personnel Management & the Merit Principle”. 
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